UMass Global

UMass Global ScholarWorks
Dissertations
Summer 5-20-2018

Military Leaders’ Perceived Importance of Emotional Intelligence
Characteristics When Leading Organizational Change
Wayne Roseberry
Brandman University, wroseber@mail.brandman.edu

Follow this and additional works at: https://digitalcommons.umassglobal.edu/edd_dissertations
Part of the Leadership Studies Commons, Organizational Behavior and Theory Commons, and the
Organization Development Commons

Recommended Citation
Roseberry, Wayne, "Military Leaders’ Perceived Importance of Emotional Intelligence Characteristics
When Leading Organizational Change" (2018). Dissertations. 189.
https://digitalcommons.umassglobal.edu/edd_dissertations/189

This Dissertation is brought to you for free and open access by UMass Global ScholarWorks. It has been accepted
for inclusion in Dissertations by an authorized administrator of UMass Global ScholarWorks. For more information,
please contact christine.bombaro@umassglobal.edu.

Military Leaders’ Perceived Importance of Emotional Intelligence (EI) Characteristics
When Leading Organizational Change
A Dissertation by
Wayne Roseberry

Brandman University
Irvine, California
School of Education
Submitted in partial fulfillment of the requirements for the degree of
Doctor of Education in Organizational Leadership
April 2018

Committee in charge:
Doug DeVore, Ed.D., Committee Chair
Lisa Simon, Ed.D.
Kelly Davids, Ed.D.

BRANDMAN UNIVERSITY
Chapman University System
Doctor of Education in Organizational Leadership

The dissertation of Wayne Roseberry is approved.

April 2018

Military Leaders’ Perceived Importance of Emotional Intelligence (EI) Characteristics
When Leading Organizational Change
Copyright © 2018
by Wayne D Roseberry

ACKNOWLEDGEMENTS
This dissertation journey was made possible by the support and dedication of
many wonderful and supportive people in my life. My deepest appreciation to my chair,
Dr. Douglas DeVore; without your guidance and mentorship, I could not have started or
finished this demanding dissertation journey. To my committee members, Dr. Kelly
Davids and Dr. Lisa Simon, thanks for truly inspiring me to keep writing. To my cohort
mentor, Dr. Lizbeth Johnson, thanks for your steadfast leadership, support, and direction
throughout this process. I would also like to thank my amazing San Diego Delta Cohort,
Transformers, and wonderful dissertation partner, Cathy Powalski. Thanks for the
motivation and continued academic support provided throughout this degree program.
I want to thank my Marine Corps professional mentors, Colonel Jim Morris and
Colonel Ted Devlin, two courageous leaders who inspired the Personnel Administration
Consolidation Experiment at I MEF. Without your leadership and vision LtGen Joseph
Weber, CWO T. Z. Bennett and I would not have been given the chance to prove our
systems approach to consolidation. To SES David Clifton, who advocated for
Continuous Process Improvement that helped all the dissertation participants (12 true
innovators and positive change agents) and myself consolidate personnel administration.
To General James Mattis for directing personnel administrations to consolidate to the
installation level and stood up the Total Force Administrative System steering group.
With your support and leadership, this high-preforming steering group transformed
personnel administration into the 21st century. I personally want to thank you for
believing in us in such a way that you allowed I MEF to consolidate into the Camp
Pendleton Installation Personnel Administration Center first.

iv

As this journey gets closer to the conclusion, I want to thank an incredible group
of Temecula and IPAC friends who treat me more like family. Thanks for your
understanding, encouragement, and motivation that allowed me to focus on my
educational goals. Furthermore, I want to thank both sets of parents (Roseberry and
Mottern) and two incredible brothers who helped guide and raise me to be a loving and
responsible person; all my accomplishments are a result of your unconditional love.
I dedicate this work to my high school sweetheart and wonderful wife, Angie.
She has supported me throughout this extensive educational journey and has been
compassionate, loving, and reassuring. Her encouragement, understanding, and patience
throughout this process was invaluable. Every time the printer stopped printing, she
retrieved the pages for proofreading; she did so with such professionalism and
enthusiasm and a total commitment to my success. I could not have completed this
dissertation without your strength, love, and support. I love you all.

v

ABSTRACT
Military Leaders’ Perceived Importance of Emotional Intelligence (EI) Characteristics
When Leading Organizational Change
by Wayne Roseberry
Purpose: The purpose of this descriptive, qualitative case study was to identify and
describe exemplary military senior leaders’ perceived importance of emotional
intelligence (EI) characteristics when leading organizational change. The study explicitly
addressed the behavioral characteristics of U.S. Marine leaders associated with the EI
framework for emotional competencies using Goleman, Boyatzis, and McKee’s (2002)
four EI components: self-awareness, self-management, social awareness, and relationship
management competencies.
Methodology: A qualitative multiple-case study method was appropriate for this research
due to its focus on analyzing the 12 exemplary senior leaders’ perceived importance of EI
characteristics to lead change. The qualitative instrument included an in-person or
telephonic interview of eight EI questions and the collection of award artifacts. These
qualitative tools helped the researcher gain insight on the perceived importance of EI
competencies for exemplary senior military leaders who were affiliated with the
Installation Personnel Administration Center (IPAC) aboard Marine Corps Base Camp
Pendleton in California. The results of the data collection were analyzed using coding
software to identify patterns and sort them into components.
Findings: Participants identified EI components as essential when leading an
organizational change episode. Although all components were deemed important,
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relationship management was determined to be the most valuable EI component when
describing competencies while leading change.
Conclusions: Senior U.S. Marine Corps leaders with high EI are perceived as effective
change leaders who can positively lead an organizational change episode. Military senior
leaders who foster strong relationship management skills with the competencies of
influence, communication, collaboration and teamwork, conflict management, leadership,
change catalyst, and building bonds are successful at leading organizational change.
Recommendations: The researcher recommends that senior leaders tasked with an
organizational change episode focus on all four of Goleman et al.’s (2002) EI
components, but relationship management is the most critical to be an exemplary change
episode leader. Military commanders and department leaders looking for positive
organizational change should select senior leaders who foster relationships and have
strong EI skills to lead the change episode.
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CHAPTER I: INTRODUCTION
Motivation and inspiration energize people, not by pushing them in the right
direction as control mechanisms do but by satisfying basic human needs for
achievement, a sense of belonging, recognition, self-esteem, a feeling of control
over one’s life, and the ability to live up to one’s ideals. Such feelings touch us
deeply and elicit a powerful response. (Kotter, 1999, p. 60)
Today’s organizational leaders are required to address the human and personal
aspects of organizational change. The challenge of gathering support, empowering
employees, and using collaboration throughout organizational change initiatives
continues to attract the attention of scholars (Elving, 2005; Goodman & Truss, 2004;
Kouzes & Posner, 2006; Langer & Thorup, 2006). The development of organizational
leaders can transpire in an assortment of venues including formal organizational training,
an assigned reading list tailored to the culture, and a self-awareness approach (Anderson
& Ackerman Anderson, 2010; Day, 2001; Whetten & Cameron, 2010; Yukl, 2010).
Awareness that a leader brings to a change management initiative influences his or her
approach and success at leading the initiative (Anderson & Ackerman Anderson, 2010;
Bradberry & Greaves, 2009). Human interaction, relationships, and social awareness can
be based on many measures. The research indicates that emotional intelligence (EI) is
considered one of these measures (Boyatzis, Good, & Massa, 2011; Goleman, 1995;
Mayer, Caruso, Panter, & Salovey, 2012). EI is commonly defined as the aptitude to
control one’s feelings and to recognize the feelings of others to promote emotional and
intellectual growth (Goleman, 1995).
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Organizational leaders who thrive on positive change learn how to engage and
motivate a workforce at its core; therefore, they are able to transform organizations by
creating an environment of trust, employee empowerment, shared vision, and mutual
accountability (Anderson & Ackerman Anderson, 2010; Boyatzis et al., 2011). Zornada
(2005) observed different fields such as business, society, military, and politics to
discover performance success attributed to good leadership while underperformance was
related to poor leadership. Even military leaders are creating a culture within the U.S.
Department of Defense (DoD) that advocates for continuous process improvement to
help meet the nation’s defense budget challenges and foster better stewardship of
taxpayer dollars (Chamberlain, 2009; Pearson, 2007).
Sequestration limits the funding available to address equipment and materials
needed to operate the organizations within the DoD. Under sequestration, the DoD
reduces manpower and organizational funding but still requires units to provide the same
level of service with fewer people and monetary resources. According to Ferdinando
(2016), “Sequestration is a provision of the Budget Control Act of 2011” (para. 2).
Through sequestration, the DoD military budget has been reduced by $30 billion from the
original proposed budget, according to Ferdinando (2016).
In 2013, Congress amended the Budget Control Act to lift some budget
restrictions from sequestration in Fiscal Years 2014 and 2015 with the Bipartisan Budget
Act (Ferdinando, 2016). In 2016, Congress once again supported sequestration cuts
(Ferdinando, 2016). Therefore, the DoD has implemented a continuous process
improvement initiative that requires a transformational change. Making this type of
change requires committed leadership and skilled organizational leaders (Day & Halpin,
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2001; Oshagbemi & Gill, 2003). To this end, leadership theorists (Goleman, 1998;
Nelson & Low, 1999; Skinner & Spurgeon, 2005) recognize that EI is being used as an
influential tool in organizational leadership development and performance.
Background
Certainly, process improvement initiatives are not new to the U.S. Marine Corps.
Kotter (1996a) advocated that change should not be a singular occurrence but a
continuous process, and every organization should have this dynamic capability.
Organizations are forced to make changes due to adaptation to various internal and
external environmental forces such as globalization, a volatile economy, business
regulations, information technology advances, or depleting resources (Anderson &
Ackerman Anderson, 2010; Fiss & Zajac, 2006; Lewis & Smith 1994). Organizational
change has become a common occurrence within the military culture. Improvements
take place only when enough senior leaders make a strong commitment and take
ownership of sustaining the improvement efforts (Kotter, 1996a).
Historical Background
In the late 1980s, the DoD implemented the total quality management (TQM)
program as a process improvement methodology (U.S. Department of the Defense
[DOD], 1989). The DoD directive for TQM was signed in 1989 and required quantitative
methods and leaders to improve the services and materials provided to units within the
DoD. This methodology is based on decades of research by American quality scholars
W. Edwards Deming and Joseph M. Juran (2003). Headquarters Marine Corps advocated
for TQM as a methodology and as a leadership philosophy for managing quality and
focusing on inspirational vice autocratic leadership. At the time, the Marine Corps was
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attempting to implement a variation of TQM (U.S. Department of the Navy,
Headquarters U.S. Marine Corps [DoN], 2009). TQM was later changed to total quality
leadership (TQL), which focused on strategic planning, process, and quality improvement
(DoN, 2009). The change was made in August 1990 by Navy Admiral Frank Kelso;
although he emphasized the importance of TQM, he adjusted it to “a more active term”
that included leadership (Hefikin, 1993, p. 3). This highlighted the exceptional role the
leaders needed to play in implementing and developing operational objectives (DoN,
2009).
According to Hefikin (1993), “In June 1991, CNO [the chief of naval operations]
issued two Navy wide policy directives, NAVOP 011/91 and NAVOP 018/91,” that
established the roles, responsibilities, and “time line for Navy wide implementation of
TQL” (p. 3; see also Stavridis, 1991). In the early 1990s, business process reengineering
(BPR) was also introduced to the DoD to help overcome or mitigate the effects of budget
restrictions (Neal, 1997). BPR is well-defined as a critical analysis and a radical redesign
of company business processes in order to achieve process improvements in performance
measures (Teng et al., 1994). Within the Marine Corps, BPR techniques were used to
streamline processes, increase capacity, provide better customer service, achieve financial
savings, and help decision makers make data-driven decisions. The Business Enterprise
Office of Headquarters Marine Corps used BPR methods to directly deliver and improve
products and services. These products and services supported the operating forces and
were required to maintain readiness and help Marines win on the battlefield (Neal, 1997).
The current change management program, continuous process improvement and
Lean Six Sigma (CPI/LSS), was implemented on May 15, 2009, by Marine Corps Order
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5220.12 (DoN, 2009). This order established CPI policy, roles, and responsibilities. This
program enhances organic capabilities to improve operations at all levels and make
processes both effective and efficient. Marines either directly or indirectly support
combat readiness, develop warfighting capability, or improve the quality of life for
themselves or their families. In addition, the CPI/LSS capabilities are used to
continuously improve the effectiveness and efficiency of operations to enhance their
efforts (DoN, 2009).
CPI/LSS identifies three methodologies: lean thinking, Six Sigma, and theory of
constraints (TOC). All three methodologies complement each other; lean thinking
focuses on mitigating waste, TOC focuses on identifying and eliminating bottlenecks or
constraints, and Six Sigma focuses on mitigating process variation. CPI/LSS provides a
structured approach that helps to seek best business practices and principles like previous
change management initiatives such as TQM and BPR (DoN, 2009).
Change Management
CPI is a set of skills or improvement tools applied as a methodology to stimulate
continuous improvement and techniques for reaching statistical process control (Robson,
2010). LSS and CPI joined both lean thinking and Six Sigma as a management theory.
In the most basic explanation, lean thinking focuses on mitigating eight forms of waste,
and Six Sigma is designed for reducing variation in a process (Womack & Jones, 2010).
They gained popularity in the late 1990s by Jack Welch, then CEO of General Electric
Corporation (Goleman, 1995). Lean methodology identifies eight forms of waste—
transportation, excess inventory, motion, waiting, overprocessing, overproduction,
defects, and underutilization of people—with a goal to improve cycle time and quality in
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processes. In a Toyota production system study, James Womack and Daniel Jones
(2010) coined the phrase lean thinking. Lean thinking is a management philosophy that
delivers more value to the customer with less expense (Womack & Jones, 2010).
The U.S. military prides itself on tradition, so organizations witnessed process
improvement resistance at every level during the late 1990s. However, studies have
shown that most organizations experience resistance (Beasock, 1998; Good, 1999;
Logan, 1997). Additional research has shown that common trends exist among
organizations that experience resistance to change. TQL and the BPR programs,
although popular at first, did not become integrated into the military culture. Over time,
change management programs were labeled fads or were not properly represented by the
organizations’ culture (Abrahamson, 2004; Miller, Hartwick, & Le Breton-Miller, 2004).
Despite the fate of TQM/TQL and BPR, CPI programs use three methodologies—lean
thinking, Six Sigma, and TOC—that continue to emerge and have gained some ground
and acceptance (Gunasekaran, 2001; Swamidass, 2002; Womack & Jones, 2010). As
early as 1990, William Kahn advocated for employee engagement, and research has
demonstrated that employee engagement has the interest and attention of process
improvement practitioners (Kahn, 1990; Macey & Schneider, 2008; Saks, 2008).
Financial Crisis and Challenges
To intensify the situation and create a sense of urgency within all branches of the
service, Congress imposed spending cuts for the military and added a sequestration
provision to regulate the spending through the Budget Control Act of 2011 (Ferdinando,
2016). General John M. Paxton spoke about sequestration, and according to his military
leaders, it was the biggest challenge to the military’s combat readiness (Ferdinando,
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2016). This restriction forced the armed service to make tough decisions on fiscal issues.
Although the Marine Corps remains ready to be deployed and respond to world crises,
“maintaining that stance requires carefully allocating limited funds and working around
budget limitations,” according to General Paxton (Ferdinando, 2016, para. 13). The
general also spoke about the service’s challenging fiscal environment and how military
leaders are struggling to maintain all of those balances. Fast forward to the end of 2016,
and the Marine Corps readiness levels had slipped to an unhealthy level. General Paxton
was concerned about the strains on personnel and equipment. Most resources were
showing degradation in many areas, from aviation to communications and intelligence
(Ferdinando, 2016).
Within the military culture, the work of service members in commodity sections
often resembles business practices more than the work of service members within the
operational environment. Their work schedules and billet responsibilities are more
similar to those of someone in the business world. Such process improvement changes
create major organizational shifts that affect policy, standard operating procedures, and
military personnel as well as organizational structure. In light of the sequestration
requirements, the military is facing hard budget decisions that impact different services
that are provided at each installation and station that is constrained by a financial deficit
(Moyar, 2015).
Literature shows that change management within organizations takes time,
energy, and a large amount of effort, especially if the organization wants the transition to
change the culture and empower its employees. Studies have shown that leaders must get
their employees involved at every level for the change initiative to be effective and
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efficient (Anderson & Ackerman Anderson, 2010; Bradberry & Greaves, 2009; Goleman,
2011; Mathew & Gupta, 2015).
Comparing Change Management and Change Leadership
Admiral Kelso, the CNO, directed the implementation of TQL throughout all
units within the U.S. Department of the Navy (DoN; Stavridis, 1991). He insisted that
TQL captures the unique role that leadership plays in implementing and developing
operational objectives. This was the start of the quality revolution and a focus on process
improvement with a large bureaucratic organization (Stavridis, 1991). Process
improvement requires a transformational change, and making this type of change requires
the commitment of organizational leaders (Day & Halpin, 2001; Oshagbemi & Gill,
2003). Leading transformation calls for a profounder understanding of change and a new
set of leadership skills and strategies (Anderson & Ackerman Anderson, 2010).
Transformational leadership contains four components: idealized inﬂuence or charisma,
inspirational motivation, intellectual encouragement or stimulus, and individualized
consideration (Bass, 1985, 1998; Bass & Avolio, 1995).
Change Leadership
When discovered, EI functioned as the link in an unusual finding: People with
average IQs outpace and outperform those with high IQs by 70% (Bradberry & Greaves,
2009). Studies have shown a strong relationship or correlation between EI and
leadership. Leading transformational change calls for a deeper understanding of
acceptance and/or resistance to change and a keen set of leadership skills and
improvement methodologies (Anderson & Ackerman Anderson, 2010; Barbuto &
Burbach, 2006). EI is a very important trait in high performers and organizational leaders
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facilitating change (Antonakis, Ashkanasy, & Dasborough, 2009; Goleman, 2000;
Schwarz, 2002). Leaders must get their employees involved at every level for the change
initiative to be effective and efficient. This type of transformational leadership takes
time, energy, and effort (Anderson & Ackerman Anderson, 2010; Bradberry & Greaves,
2009; Goleman, 2011; Mathew & Gupta, 2015). Three things are required for proper
implementation: proper training, adherence to a CPI/LSS method, and relationship
management (Whetten & Cameron, 2010). Leadership requires self-understanding and
self-management as well as managerial effectiveness, job satisfaction, performance, and
understanding differences in others through EI (Whetten & Cameron, 2010).
Many studies have shown that a structured change management model came from
the theory of manufactory proposed by American inventor Eli Whitney (R. Lewis &
Smith, 1994). A 19th-century industrialist, Frederick Winslow Taylor, was a keen
observer of the production and management process. Assisted by Henry L. Gantt, Taylor
set out to revolutionize manufacturing processes (R. Lewis & Smith, 1994). The
intellectual father of TQM was Walter A. Shewhart (1931), who developed and
introduced a series of principles and theories, inspired by Taylor’s work, that would
revolutionize world production. Perhaps Shewhart’s most lasting legacy was his
inspiration of one particular protégé, William Edwards Deming. Deming immersed
himself in the Japanese culture after World War II and began establishing contact with
Japanese scientists and engineers to help rebuild Japan (M. Walton, 1988). Deming had
been working under Shewhart and began to expand on his work using lean
methodologies; he helped make Japan the number two economy in the world after a short
10 years (R. Lewis & Smith, 1994).
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Change leadership requires a structured methodology for transformation to take
hold in an organization. Whether that is a three-step process, four-step model, or even an
eight-, nine-, or 12-step method framework (Alukal, 2003; Anderson & Ackerman
Anderson, 2010; Kotter, 1999; Lewin, 1951; Shewhart, 1931; Womack & Jones, 2010),
experts agree it must have some type of structured approach. Anderson and Ackerman
Anderson (2010) proposed up to a nine-phase model that requires planning, designing,
and implementing the content and having employees and management change for
success. Change management frameworks exist, but some leaders are taking a new
standpoint and are using an enhanced method of employee empowerment through mutual
respect as an effective way of managing change (Covey, 1992; De Pree, 1990; Greenleaf,
2002; O’Toole, 1996). This is an opportunity to build relationships and connect
employees with their employer (Gatenby, Rees, Soane, & Truss, 2009).
Resistance to Change
Change can be terrifying to those charting the unknown due to consequences to
reputation, position, or even one’s career (Kahn, 1990). The key is to mitigate resistance
according to John Maxwell’s (2015) rule of thumb in leading change: 20% of the staff
will support change initiatives, 50% of the staff will be uninvolved or undecided toward
change initiatives, and 30% of the staff will resist any change efforts. Studies have
shown that leaders need a structured plan to mitigate change because there will be
resistance (Jick & Peiperl, 1990; Maxwell, 2015). Every change project has a tolerance
of ambiguity or resistance to change, and there are techniques to help employees
overcome their fears. Literature illustrates that ambiguity can be mitigated using CPI
methodologies, management involvement, and reduced tolerance for risk (Soltani, 2005).
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Fear can cause disagreements and affect senior-level buy-in; therefore, it is important to
identify the problem and agree on a solution before implementation (Umble & Umble,
2014).
Theoretical Framework
Historically, work on the development of EI from authors such as Bar-On (1997),
Gardner (1983), Goleman (1995), and Mayer and Salovey (1993) tied EI to personal and
professional success. The development of organizational leaders can include several
different forms: formal organizational training, assigned reading list tailored to the
culture, and a more self-aware approach (Anderson & Ackerman Anderson, 2010; Day,
2001; Day & Halpin, 2001; Whetten & Cameron, 2010). Awareness that a leader brings
to a change management initiative influences his or her approach and success at leading
the initiative (Anderson & Ackerman Anderson, 2010). Research has shown that EI
plays an essential part in leadership and a leader’s development (Goleman, 2011;
Whetten & Cameron, 2010; Yukl, 2010).
Emotional Intelligence
EI is a variety of mental abilities and leadership skills that can help someone
successfully manage him- or herself and a demanding work schedule (D. Walton, 2012).
The ability to be self-aware and be in touch with and control emotions can assist with
self-management and social relations to support emotional and intellectual growth
(Goleman, 1995; D. Walton, 2012). Goleman, Boyatzis, and McKee (2002) identified
four EI components: self-awareness, self-management, social awareness, and relationship
management.
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Self-awareness. Self-awareness is about understanding oneself and knowing how
to monitor one’s feelings. It is also a deep understanding of oneself and an awareness of
one’s impact on others (Goleman, 1995; D. Walton, 2012).
Self-management. Self-management is individuals’ view of themselves, their
confidence, self-esteem, sense of purpose, and awareness of how they react to different
situations (D. Walton, 2012). It is about one’s ability to conduct oneself with integrity
and truthfulness. Self-management is a balance between oneself and others, a way of
controlling one’s emotions in a way that allows a person to be less emotional (Goleman,
1995; D. Walton, 2012).
Social awareness. Social awareness is about looking outwards and understanding
other people (D. Walton, 2012). It is the ability to show one cares by reading others’
emotions and understanding how they feel through words and actions and adjusting when
the impact is unwarranted (Goleman, 1995; D. Walton, 2012).
Relationship management. Relationship management is about communicating
and interacting with other people (D. Walton, 2012). It is the capacity to influence and
nurture relationships with others to improve oneself and other social competence and
quality of life (Goleman, 1995; D. Walton, 2012).
Emotional Intelligence and Change Leadership
The concept of EI is often recognized from the works of Thorndike in 1920,
Wechsler in 1958, and Fancher in 1985 (Goleman, 1995). The early scholars helped set
the stage or foundation from which EI evolved. The theoretical framework for this study
concentrated on the concepts of leaders’ development and leadership learning as an adult
within the federal government employment culture (Anderson & Ackerman Anderson,
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2010; Day & Halpin, 2001; Whetten & Cameron, 2010; Yukl, 2010). The theoretical
foundation explored was a relationship management strategy (Goleman, 2011; Whetten
& Cameron, 2010) of leadership development and EI. Working on relationships takes
time, effort, and know-how, which takes a high level of EI (Whetten & Cameron, 2010).
EI is “a different kind of intelligence” especially needed during times of change
management (Goleman, 2011, p. 50).
Research from Goleman, Boyatzis, and McKee (2001) and Boyatzis et al. (2011)
suggested that EI encompasses competencies of both emotional and social intelligence,
and it can be learned. However, Mayer, Caruso, and Salovey (1999) argued that EI alone
cannot predict personal or professional success. EI can contribute to performance
effectiveness and enhance organizational leadership (Boyatzis et al., 2011; Goleman et
al., 2001). The Goleman and Boyatzis methods incorporated a model proposing EI
assessment for individuals’ aptitude for self-awareness, self-management, social
awareness, and relationship management (Boyatzis et al., 2011; Goleman et al., 2001).
Goleman (2000) was the first present-day EI researcher to link EI as a construct to
leadership and as a practice to gain efficiencies in organizations. Goleman’s (1995) book
Emotional Intelligence: Why It Can Matter More Than IQ was highlighted in business
publications and newspapers, which catapulted EI into the business sector. The research
has shown that EI has some skeptics due to the exaggerated importance of EI’s impact; it
has been suggested that EI is the most important factor in change management, and this
could be irresponsible and misleading (Mayer et al., 1999; Walter, Cole, & Humphrey,
2011; Ybarra, Kross, & Sanchez-Burks, 2014; Zeidner, Roberts, & Matthews, 2008).
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Statement of the Research Problem
Leaders are required to provide the strategic direction and guidance that is
essential for an organization to accept and implement CPI (Idris, 2011). However, little
research has been conducted on the EI characteristics in the context of change
management within the Marine Corps. Specifically, senior leaders craft meaningful,
quantifiable, and achievable objectives and, in so doing, provide strategic direction for
the organization (Idris, 2011). The organizational change process depends heavily on the
kind of leadership that is exerted during the change event to prepare individuals to accept
the change (Barbuto & Burbach, 2006; Evans, 2001). Planning and implementing
organizational change is a challenge for leaders (Kotter, 1996a). Further, the literature is
clear that change leadership is an important component if the change is to be successfully
implemented (Bryant, 2003; Pitkethly & Prosser, 2001; Ratcliff, 2004).
The research has suggested that when leaders make the decision to make an
organizational change, they need to take a structured approach to the change (Anderson
2015; Kotter, 1996a). Anderson (2015) identified several common models of
organizational change that require an aspect of leadership. The Burke-Litwin model of
organizational performance and change calls for leaders to provide direction and
encouragement (Burke, 2002). Weisbord’s (1976) six-box model requires leaders to
communicate and model behavior that inspires change. Therefore, the leaders should
pick a model of organizational change that fits their culture and aligns with their mission
and objectives (Anderson, 2015).
It is important for leaders to understand and regulate their emotions when leading
change. These competencies are the foundation of EI (Goleman, 1995; McShane & Von
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Glinow, 2005). Emotions guide leaders in many directions and can help them better
understand their actions and decisions. This is all part of knowing oneself. B. George
(2010) stated, “Knowing ourselves at the deepest level is not easy, as we are complex
human beings with many aspects to our character” (p. 10). Self-awareness, or
individuals’ ability to distinguish emotions within themselves and in others, can help
descend to the deepest levels (Goleman, 1995; Salovey & Mayer, 1990; Zuckerman, Hall,
DeFrank, & Rosenthal, 1976). In fact, Schwarz (2002) found that leaders’ self-awareness
led to better facilitation of organizational change and that dealing with their own
emotions was positively associated with self-awareness.
Leaders need to know themselves well enough to lead positive change in
organizations. A lack of self-awareness can be the difference between achieving
improved results and failure in the implementation of change throughout the
organization. Leaders who are able to examine their level of awareness experience an
increase in supervisor-employee relationships (Stringer, 2006).
In addition, this study aimed to increase knowledge about leaders’ understandings
of EI and process improvement initiatives. Few qualitative studies have been conducted
on military leaders and the requirement for mastering the EI skill, and even fewer studies
have focused on military practitioners leading improvement projects. This qualitative
case study explored the importance of EI characteristics—self-awareness, relationship
management, social awareness, and self-management—for leading change as perceived
by military leaders with the Marine Corps.
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Purpose Statement
The purpose of this descriptive, qualitative case study was to identify and describe
exemplary military senior leaders’ perceived importance of emotional intelligence (EI)
characteristics when leading organizational change. The study explicitly addressed the
behavioral characteristics of U.S. Marine leaders associated with the EI framework for
emotional competencies using Goleman et al.’s (2002) four EI components: selfawareness, self-management, social awareness, and relationship management
competencies.
Research Questions
To investigate this study, the research focused on the following EI characteristic
questions:
1. How do exemplary military senior leaders perceive the importance of self-awareness
EI characteristics to lead change?
2. How do exemplary military senior leaders perceive the importance of selfmanagement EI characteristics to lead change?
3. How do exemplary military senior leaders perceive the importance of social awareness
EI characteristics to lead change?
4. How do exemplary military senior leaders perceive the importance of relationship
management EI characteristics to lead change?
Significance of the Study
The Marine Corps’ readiness levels have slipped to an unhealthy level, and
sequestration has placed a strain on its personnel and equipment. Sequestration has
forced Marine Corps leaders to make tough decisions on fiscal issues. Managing the
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limited funds and budget limitations has leaders looking for alternative solutions
(Ferdinando, 2016). Human beings have the natural ability to solve problems and
improve the environment. With the correct data, problems can be solved at every level
(S. Lewis, Passmore, & Cantore, 2016). Pascale, Millemann, and Gioja (1997) suggested
that this type of data-driven problem solving is applicable when the root cause or
sponsor’s end state is known, and the skills and determination exist. Unfortunately, in
large organizations, these conditions are sometimes missing, which requires a different
approach (S. Lewis et al., 2016).
Organizational change has recently become a common topic for military leaders
due to sequestration. Organizational change is defined as a choice or structured approach
to modifying an organization’s system (Burke, 2002). These are major changes that
occur throughout the institution, often affecting personnel who support a process. Over
the last 10 years, research on process improvement has continued to be an important
focus area as the military budget has declined (Robson, 2010). Process improvement
takes leadership, endurance, and perseverance to make lasting change. This requires
leadership characteristics of a positive change agent to navigate any obstacles. When
leading organizational change, Fullan (2001) stressed the importance of having a deeper
understanding of change and how crucial it is to the success of that event. Furthermore,
he highlighted that it is not enough to be a person with all the good ideas or have
expertise on the subject matter. The leader must be an expert in the process of change
management itself, according to Fullan. EI promotes these leadership ideas of selfawareness, self-management, social awareness, and relationships and employee support
(Goleman et al., 2002).
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Findings from this study are important to military commanders and practitioners
because results from this study indicate a positive relationship between EI and successful
organizational change. Commanders facing difficult budgetary decisions can empower
practitioners with identifiable leadership characteristics to successfully improve processes
and gain efficiencies with fewer resources. In a 2016 DoD news article, Ferdinando
stated that sequestration poses the biggest threat to readiness according to military
commanders. The research is significant to practitioners and professionals seeking
organizational change. Identifying the characteristics of EI that are necessary for positive
change agents within organizations can help practitioners design training programs.
These training programs can be tailored to employees to help increase knowledge,
develop skills, and improve attitudes toward change (Pierre, 2014).
The transformation must come from leadership (Deming, 1982). During times of
great change, leadership is the key variable in the success of any organization. Formal
change leadership training programs are important in the development of skills and
behaviors of today’s leaders (Hale, 1999). Practitioners need the information contained
in this study to develop a handbook to identify the EI leadership skills needed to enact
organizational change. With this informational handbook, executives can identify
employees and improve their leadership skills to facilitate process improvement events
within their organizations. This study addresses the need for the development of a
personal guide or handbook for systemic continuous improvement (Borg & Gall, 1996).
Other studies have advocated the need for a handbook to help understand elements of the
change process and how employees can improve their own leadership capacity (Aistrup,
2010). Furthermore, capitalizing on EI development within the military ranks has the
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prospect to enrich organizational change and help alleviate some of the financial burdens
of sequestration.
Definitions
The following terms are relevant to the study. These definitions provide
unambiguous meaning and richer understanding of each term within this document.
Theoretical Definitions
Business process reengineering (BPR). BPR techniques were used in the past by
the DoD to streamline processes, increase capacity, provide better customer service,
achieve financial savings, and help decision makers make data-driven decisions. The
Business Enterprise Office of Headquarters Marine Corps used BPR methods to directly
deliver and improve products and services. These products and services supported the
operating forces and were required to maintain readiness and help Marines and win on
the battlefield (Neal, 1997).
Continuous process improvement (CPI). The planned, organized, and
systematic process of ongoing, incremental, and organization-wide change of key
processes explicitly aimed at improving an organization’s performance (Boer, Berger,
Chapman, & Gersen, 2000; Khan, 2010; Rungtusanatham, Ogden, & Wu, 2003).
Emotional intelligence. Having the aptitude to control one’s feelings and to
recognize the feelings of others to promote emotional and intellectual growth (Goleman
et al., 2002).
Relationship management. For the purpose of this study, relationship
management is about communicating and interacting with other people (D. Walton,
2012). It is the capacity to influence and nurture relationships with others to improve
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one’s own and others’ social competence and quality of life (Goleman et al., 2002;
D. Walton, 2012).
Self-awareness. Understanding oneself and knowing how to monitor one’s
feelings. It is also a deep understanding of oneself and an awareness of one’s impact on
others (Goleman et al., 2002; D. Walton, 2012).
Self-management. The view of oneself, one’s confidence, self-esteem, sense of
purpose, and awareness of how one reacts to different situations (D. Walton, 2012).
Sequestration. Sequestration required the DoD to reduce manpower and
organizational funding but still required units to provide the same level of service with
fewer people and money. “Sequestration is a provision of the Budget Control Act of
2011” (Ferdinando, 2016, para. 2).
Social awareness. Having the capability to look outwards and understand other
people (D. Walton, 2012). It is the ability to show that one cares by reading others’
emotions and understanding how they feel through words and actions and adjusting when
the impact is unwarranted (Goleman et al., 2002; D. Walton, 2012).
Operational Definitions
Exemplary military senior leaders. For the purpose of this study, exemplary
military senior leaders are defined as those recognized for establishing strategic direction,
aligning goals, motivating and inspiring people, and, most importantly, creating positive
change within organizations (Kotter, 1990). The term senior leader also includes civil
service employees as well as retired military members with the proper level of authority
and responsibility within their organizations. Each retiree who participated in this study
had over 20 years of experience, had received a Meritorious Service Award for
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exemplary service, and was currently serving or had served in a leadership position
within an organization of the DoN.
Leading change. For the purpose of this study, leading change refers to
spearheading a change initiative or leading a process improvement event or project.
Total quality management (TQM), renamed total quality leadership (TQL).
TQM focused on strategic planning, process, and quality improvement (Stavridis, 1991).
Delimitations
This study was delimited to 12 military senior leaders in the state of California.
The 12 military senior leaders served at least 20 years and were awarded a medal in
process improvement within their organizations. The 12 were employed by the U.S.
Marine Corps. They were directly involved in a change management or process
improvement initiative. Furthermore, this case study focused on their experience while
leading change and the discovery of the importance of self-awareness, self-management,
social awareness, and relationship management EI characteristics perceived by the senior
leaders.
Organization of the Study
The remainder of the research study is formulated into four additional chapters.
Chapter I presented the introduction, background, problem statement, purpose of the
study, research questions, significance of the study, definitions of terms, delimitations,
and organization of the study. Chapter II presents a review of the relevant literature
linked to leading change, change management models, and the importance of EI. Chapter
III delineates the research design, population, instrumentation, data collection method,
data analysis, and limitations of the study. A discussion of the findings and an analysis of
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the data collected are presented in Chapter IV. Lastly, Chapter V presents the summary
of findings, conclusions of the analysis, implications of the study, and the
recommendations on how the study can be furthered by future researchers.
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CHAPTER II: REVIEW OF THE LITERATURE
When dealing with people, remember you are not dealing with creatures of logic,
but with creatures of emotion.
—Dale Carnegie
Chapter I contained an overview of the history and relative information about
organizational change management and emotional intelligence (EI). In this chapter, the
existing literature in the areas of organizational change management and leadership
development is addressed. Evidence has shown that leaders with a high EI quotient play
a role in organizational change, and this influenced theorists to study about the presence
of EI in organizational leaders. Literature also shows that change management within
organizations takes time, energy, and effort, especially if the organization wants the
transition to change the culture and empower its employees. Studies have shown that
leaders must get their employees involved at every level for the change initiative to be
effective and efficient (Anderson & Ackerman Anderson, 2010; Bradberry & Greaves,
2009; Goleman, 2011; VanDuinkerken & Mosley, 2011).
The purpose of this descriptive, qualitative case study was to identify and describe
exemplary military senior leaders’ perceived importance of emotional intelligence (EI)
characteristics when leading organizational change. The study explicitly addressed the
behavioral characteristics of Marine leaders associated with EI. EI has an impact on
levels or degrees of demonstrated talents and transformational leadership skills. This
study assessed the importance of EI in the Marine Corps senior leaders who participated
in Marine Corps change management from 2009 to the present as it pertains to change
initiatives.
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To organize the literature review, a synthesis matrix was used to present the
conceptual framework (Appendix A). The synthesis matrix also provided the researcher
with a holistic view of the data related to the change management and EI variables. The
synthesis matrix also explored correlations and identified any scholarly associations
between change management and how EI development occurs for leaders who have an
impact on their organizations. This study explored each of the EI characteristic variables
included in the purpose and research questions. Research has defined EI as having the
aptitude to control one’s feelings and to recognize the feelings of others to promote
emotional and intellectual growth (Goleman, 1995). The EI characteristics explored in
this study were self-awareness, self-management, relationship management, and social
awareness.
This literature review is organized into five parts. Part I is an introduction to the
concept of organizational culture. Part II provides an overview of organizational change
management. Part III includes an overview of the theoretical framework for EI. Part IV
includes the EI and change leadership aspect to navigate organizational change. Part V
introduces the Marine Corps Installation Personnel Administration Centers (a human
resource military occupation) consolidation initiative and the senior leaders within the
administration centers.
Concept of Organizational Culture
Although there are many variations in definitions of organizational culture, most
highlight patterns of values, business practices, and beliefs specific to an organization
(Bolman & Deal, 2003; Schraeder, Tears, & Jordan, 2005). Culture forms the bonds that
unite people and help an organization accomplish its desired goals or mission (Bolman &
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Deal, 2008). The organizational culture view is a driving force behind shared vision and
values (Atkinson & Clark, 2006; Bolman & Deal, 2003). Culture is often an intangible
characteristic symbolized by some myth, vision, and values embedded in the social
structure of an organization (Alvesson, 2002; Bolman & Deal, 2008). In the same
manner that employees have personalities, organizations can also have a distinctive
personality that adds to the culture (Alvesson, 2002). An organizational culture could be
a world, regional, or local view according to the values, beliefs, and business activities
that define why and what the organization does and the unique way it does it (Bolman &
Deal, 2008).
Changing an organization’s culture historically is one of the most difficult
challenges to leadership (Denning, 2011). The theoretical framework for this leadership
study focused on the impact of an organization’s culture during planned change
initiatives. Furthermore, this chapter highlights studies that specifically dealt with the
characteristics of EI while implementing process improvement methodologies within the
U.S. military and how those characteristics influenced senior leadership during
implementation of and sustaining the desired change.
Organizational Change
In today’s fast-paced business world, it is imperative that owners and managers
understand what is important to their organizations (Anderson & Ackerman Anderson,
2010; Leavitt & Lipman-Blumen, 1995). Harold Leavitt and Jean Lipman-Blumen
(1995) proclaimed that future dynamic organizations will require the capacity to keep up
with an intense pace of change. Organizations will be required to have the capacity to
reshape themselves continually or become obsolete. No longer can they be built on the
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obsolete assumption that they will last for 100 years. Rigid, hierarchical corporate
structures, such as the inflexible brick and mortar that symbolized them, are fast
becoming remnants of things past (Leavitt & Lipman-Blumen, 1995).
Organizational Change Management Models
Many studies have shown that a structured change management model came from
the thoughts of the American inventor Eli Whitney’s manufactory theory (R. Lewis &
Smith, 1994). A 19th-century industrialist, Frederick Winslow Taylor, was a keen
observer of the production and management process. Assisted by Henry L. Gantt, Taylor
set out to revolutionize the manufacturing processes (R. Lewis & Smith, 1994). There
are many methods of change management, and several key models exist. This section
presents three of the more well-known models from Deming, Kotter, and Anderson and
Ackerman Anderson.
Deming’s model. The foundation for Deming’s plan, do, check, and act (PDCA)
model for improved customer satisfaction is depicted in Figure 1. Deming’s circle/cycle/
wheel is a four-step management method used to encourage continual improvement of
processes and products within organizations (Morehouse, 1992). As shown in Figure 1,
the first step in the model is the plan. During the planning phase, leaders establish
objectives and goals to achieve the desired results in accordance with the changed output.
During the doing phase, members execute the plan and implement the improvements to
make the product or service increase. This is also the data collection phase. In the
checking phase, the results of the improved product or service are studied. The data
collected are measured and compared against the expected goal. Leaders then move to
the acting phase if the checking phase shows the plan was implemented and executed as
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expected. The improved state becomes the new standard for the organization
(Morehouse, 1992).

Figure 1. Deming’s act, plan, check, and do model. From Total Quality Management: A
Supervisor’s Handbook (p. 23), by D. L. Morehouse, 1992, Kansas City, KS: National Press.

Kotter’s eight-step process. Kotter (1995) formulated eight stages to
transforming change in organizations. Kotter proclaimed that one person cannot effect
change; it takes a team. Kotter stated that major renewal programs often start with just
one or two people. In cases of successful transformation efforts, the leadership coalition
grows over time. However, when some minimum mass is not achieved early in the
effort, nothing much worthwhile happens. Placing key members on the team who will
implement the group’s ideas is important to the implementation effort. This inspires team
members to talk to other employees and explain all the background information and the
research the team did to come to the solution (Kotter, 1995). Figure 2 lists Kotter’s
transforming eight-step process.
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Figure 2. Kotter’s eight steps to transformation . From “Leading Change: Why Transformational
Efforts Fail,” by J. P. Kotter, March-April 1995, Harvard Business Review (https://cb.hbsp
.harvard.edu/resources/marketing/docs/95204f2.pdf).

Figure 2 lists Kotter’s eight steps to transforming an organization. The first three
steps—Step 1: “Establishing a Sense of Urgency,” Step 2: “Forming a Powerful Guiding
Coalition,” and Step 3: “Creating a Vision” (Kotter, 1995, p. 3)—help create a climate for
change. Steps 4-6 help get people engaged and enable the organization to change. These
steps are as follows: Step 4: “Communicating the Vision,” Step 5: “Empowering Others
to Act on the Vision,” and Step 6: “Planning for and Creating Short-Term Wins” (Kotter,
1995, p. 3). Steps 7 and 8—“Consolidating Improvements and Producing Still More
Change” and “Institutionalizing New Approaches” (Kotter, 1995, p. 3)—focus on
implementation and sustaining the change and engagement at all levels within the
organization.
Anderson and Ackerman Anderson’s model. Figure 3 is the Anderson and
Ackerman Anderson (2010) process change model. This model provides multiple
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directions or a roadmap without dictating what road to take. The change model helps
leaders get to their desired end state. The model allows the leaders to determine the
actual path to navigate the terrain as it unfolds. The change model is more of a thinking
discipline rather than a structured approach to change management. According to
Anderson and Ackerman Anderson, leaders can use this model to help plan, monitor, and
course correct during the change process. This model includes the organizational and
technical aspects, and it also includes the company’s cultural aspects. The authors
proclaimed that people operate with a fair amount of self-awareness and have a decision
to make about supporting change or resisting it. Empowerment helps people overcome
fear and have ownership of their achievements (Anderson & Ackerman Anderson, 2010).
Anderson and Ackerman Anderson’s change model, as shown in Figure 3, starts with a
wake-up call as leaders prepare to lead the change effort and ends with lessons learned or
any course corrections needed to sustain the gain.
Military Organizational Change
The intellectual father of total quality management (TQM) was Walter A.
Shewhart (1931), who developed and introduced a series of principles and theories,
inspired by Taylor’s work, that would revolutionize world production. Perhaps
Shewhart’s most lasting legacy was his inspiration of one particular protégé, William
Edwards Deming. Deming immersed himself in the Japanese culture after World War II
and began establishing contact with Japanese scientists and engineers to help rebuild
Japan (M. Walton, 1988). Deming had been working under Shewhart and began to
expand on his work using lean methodologies, which in turn helped make Japan the
number two economy in the world after a short 10 years (R. Lewis & Smith, 1994).
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Figure 3. Anderson and Ackerman Anderson change model. Adapted from Beyond Change
Management (2nd ed., p. 244), by D. L. Anderson and L. Ackerman Anderson, 2010, San
Francisco, CA: Pfeiffer.

An initial attempt to implement organizational change within the military during
the 1990s was met with major resistance; however, that was to be expected (Beasock,
1998; Blankenagen, 1994; Good, 1999; Logan, 1997). Research has shown that common
types of resistance exist among organizations: (a) a lack of acceptance and understanding,
(b) dissimilarity with organizational culture and desired outcome, and (c) a lack of
standardized procedures and processes (W. T. Johnson, 2014; Jowitt, 2014; Williams,
2015).
A review of the literature indicated that there have been several change
management initiatives attempted by military organizations since the 1990s. The three
different change management initiatives that this section covers are total quality
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management/leadership (TQM/L), business process reengineering (BPR), and continuous
process improvement and Lean Six Sigma (CPI/LSS).
Total quality management/leadership. TQM/L started off as TQM and has
roots back to the 1920s when Shewhart introduced statistical process control (SPC) at
Bell Laboratories. The SPC principles were applied after World War II when the U.S.
War Department sent Deming, a student of Shewhart, to Japan to help rebuild its
infrastructure and economy through a process improvement methodology based on
statistical analysis (R. Lewis & Smith, 1994). The TQM model in Figure 4 illustrates the
interdependencies within the process, starting with a customer focus and then involving
all employees, accurately evaluating the process that needs improvement, and setting a
higher quality standard to satisfy the customer requirements within the U.S. Department
of Defense (DoD, 1990a, 1990b).

Figure 4. Total quality management model. From “Total Quality Management (TQM), Jus in
Time (JIT), Kanban System” [Blog post], by M. Z. Haque, July 3, 2013 (http://generalstrategy
.blogspot.com/2013/07/total-quality-management-tqm-jus-in.html).
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Deming’s statistical control principles were inspired by Shewhart’s 1931 book,
Economic Control of Quality of Manufactured Products, which laid out the criteria for
determining whether a given dataset was in a state of statistical control (Morehouse,
1992). It was Shewhart, working in Bell Laboratories in the 1930s, who devised a model
for continuous improvement called PDCA: plan, do, check, and act. This was the
foundation for Deming’s PDSA (plan, do, study, and act) model for improved customer
satisfaction. In a 1981 interview published in Military Science and Technology, Deming
discussed Shewhart’s important contributions to the foundation of statistical control. The
foundation of continuous improvement was initially presented by Deming to industry
practitioners in the 1950s to assist in the elimination of waste (Morehouse, 1992). Thus,
a variety of approaches for applying statistical methods have emerged since Deming’s
model was formulated. Deming called continuous improvement a moving target; it is
continuously changing just like the organization’s needs and expectations (Capezio &
Morehouse, 1992).
In the late 1980s, the DoD (1989) implemented the TQM program as a process
improvement methodology. This DoD directive was signed in 1989 and required leaders
to use quantitative methods to improve the services and materials provided to units within
their organizations. This methodology is based on decades of research by American
quality scholars Deming and Juran (2003). Headquarters Marine Corps advocated for
TQM as a methodology and as a leadership philosophy for managing quality and
focusing on inspirational vice autocratic leadership. At the time, the Marine Corps was
attempting to implement a variation of TQM (DoN, 2009). TQM was later changed to
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TQL, which focused on strategic planning, processes, and quality improvement (DoN,
2009).
In August 1990, Navy Admiral Kelso emphasized the importance of TQL in a
memo (Hefikin, 1993). In fact, this highlighted the exceptional role leaders needed to
play in implementing and developing operational objectives. The chief of naval
operations (CNO), in June 1991, “issued two Navy wide policy directives, NAVOP
011/91 and NAVOP 018/91,” that established the roles, responsibilities, and “time line
for Navy wide implementation of TQL” (Hefikin, 1993, p. 3; see also Stavridis, 1991).
TQL emphasis was focused on military leadership versus a business type of management
(Carr & Littman, 1990). TQM/L was used as a change management initiative with a
focus on improving business processes by specifically measuring performance using
quality tools (Callahan, 2015; Cooper, 2011; J. E. Johnson, 2009; Tankersley, 2007).
Figure 5 is Deming’s 14 points on quality management, a core concept of implementing
TQL, as adopted by the U.S. Department of the Navy (DoN). TQL is a set of leadership
practices to help increase productivity and quality.
The TQM/L points in Figure 5 appeal to any military organization to more
effectively implement TQM as a leadership philosophy. Deming’s (2000) work was
foundational to TQM/L and improvement of any quality management system within the
Navy.
Business process reengineering. In the early 1990s, BPR was also introduced to
the DoD to help mitigate the effects of significant budget restrictions (Neal, 1997). BPR
was defined as a critical analysis and a sweeping redesign of an organization’s business
processes in order to achieve process improvements in performance measures (Teng et
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Figure 5. Deming’s 14 points. Adapted from Out of the Crisis (pp. 23-24), by W. E. Deming,
2000, Cambridge, MA: MIT Press.

al., 1994). BPR techniques were used to streamline Marine Corps processes, increase
capacity, provide better customer service, achieve financial savings, and help decision
makers make data-driven decisions.
Headquarters Marine Corps’ Business Enterprise Office used BPR methods to
directly deliver and improve products and services. These improved products and
services supported the operating forces and were required to maintain wartime readiness
and support Marines to win on and off the battlefield (Neal, 1997). All branches of the
service gained interest in information assurance controls (DoD, 2014).
The DoD Information Assurance Certification and Accreditation Process
(DIACAP) is a net-centric, enterprise approach to certification and accreditation as
outlined in the DoD Instruction 8510.01 (DoD, 2014). The Marine Corps used it as a
continuous review and monitoring process using automated tools, allowing it to be a
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dynamic policy based on standardized information assurance controls. The DIACAP
consists of five separate but interdependent steps or activities. Figure 6 shows the
DIACAP activities and the cyclic relationship between them (DoD, 2014).

Figure 6. DIACAP diagram. IA = information assurance; C&A = certification and accreditation.
From Risk Management Framework (RMF) for DoD Information Technology (IT) (DoD
Instruction 8510.01), by U.S. Department of Defense (DoD), March 12, 2014, Washington, DC:
Author.

The DIACAP steps or activities listed in Figure 6 are as follows: (a) initiate and
plan, (b) implement and validate information assurance controls, (c) make certification
and accreditation determination and decisions, (d) maintain accreditation and conduct
reviews, and (e) decommission the system. These five activities are continuous and start
with identifying the “as is” state and work toward the “to be” state (DoD, 2014). The
main BPR procedure may be divided into subprocesses or tasks where the output from
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one subprocess becomes the input for another. Together these processes and
subprocesses form a chain that ideally creates value for the customer. Within the Marine
Corps, senior leaders were using BPR and process improvement techniques to streamline
their processes to increase capacity, customer service, and financial cost avoidance or
savings and provide better information for data decision making (Neal, 1997). In April
1995, a team of Marines and civilian Marines started documenting efforts to improve the
Marine Corps’ business processes. Their organization was named Marine Corps
Continuous Process Improvement Program (Neal, 1997).
Continuous process improvement/Lean Six Sigma. The current change
management program, CPI/LSS, was implemented on May 15, 2009, by Marine Corps
Order 5220.12 (DoN, 2009). This order established CPI/LSS policy, roles, and
responsibilities. The structured program enhances organic capabilities to improve
operations at all levels and make processes both effective and efficient. Process
improvement is the ability to look back on something one has done and break it down
into its component parts to determine if one can make it better, more efficient, and faster
and improve the outcome.
As shown in Figure 7, the DoN continuous improvement model identifies three
methodologies—theory of constraints (TOC), lean, and Six Sigma—as key methods used
in process improvement. These complement each other and are methods used in
combination to seek continuous improvement. TOC can be applied across organizations
to exploit, identify, and elevate constraints within processes. Lean management is
applied to reduce waste, improve cycle time and cost, and add quality. Six Sigma is
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applied to reduce process defects and variations (Chamberlain, 2009; M. L. George,
2003; Pearson, 2007).

Figure 7. Department of the Navy’s continuous process improvement model. From Continuous
Process Improvement Guidebook (p. 3), by U.S. Marine Corps, 2009, Washington, DC: Author.

Theory of constraints. TOC is a management philosophy that applies the causeand-effect thinking processes to understand and improve systems. It requires leaders to
think about their goals and objectives, policies, procedures, and measures in a different
way to systematically reexamine some of their most fundamental management beliefs
and develop a new approach to address problems (Chamberlain, 2009; M. L. George,
2003; Mabin & Balderstone, 2000; Rahman, 1998).
The TOC focusing process is used as a system-oriented improvement approach
that seeks to make an organization more responsive to customer demands (Mabin &
Balderstone, 2000; Rahman, 1998). Figure 8 displays the five steps to mitigate or
alleviate system constraints or bottlenecks. The first step is to identify the system’s
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constraints to determine the activity that limits or slows down the productivity of an
entire system (Mabin & Balderstone, 2000; Rahman, 1998). Step 2 is deciding how to
exploit the system’s constraints. In this step, members look to modify or redesign the
task or activity so that the process performs more effectively and efficiently. The third
step is to subordinate and synchronize everything else to the decisions made in the
previous two steps. Members look to improve the performance of the constraining task,
activity, or anything affecting the constraint. The fourth step involves elevating the
system’s constraint. Practitioners look to add capacity to increase or elevate the outputs.
Finally, the fifth step is to go back to Step 1 and look for new constraints, setting up a
process of ongoing or continuous improvement (Mabin & Balderstone, 2000; Rahman,
1998).

Figure 8. Five focusing steps of the theory of constraints. From Continuous Process
Improvement Guidebook (p. 29), by U.S. Marine Corps, 2009, Washington, DC: Author.

Lean. Lean thinking is a basic operational efficiency process that looks at every
procedure or task that can be analyzed or investigated (Mabin & Balderstone, 2000;
Rahman, 1998). It requires looking at the entire process and getting rid of the waste or
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nonvalue items. By eliminating waste, lean thinking helps employees understand that
they can do things more efficiently. The word lean means leaning down the organization,
taking out the fat, and getting rid of the waste. Lean thinking is about creating customer
value. Customers want to pay only for work that they think adds value to the end
product. Value-added steps change the form, fit, or function of the item being worked
on, and everything else is a non-value-added piece. However, there may be some nonvalue-added activities that are required in the current process capability or environment
that cannot be eliminated due to safety or environmental concerns (Mabin & Balderstone,
2000; Rahman, 1998).
DMAIC. The structured problem-solving method has five phases: define,
measure, analyze, improve, and control (DMAIC) process. The DMAIC model is a set of
quality or management tools used for process improvement. Each CPI/LSS project or
event must progress through these five phases (Linderman, Schroeder, Zaheer, & Choo,
2003; Pyzdek, 2003).
Figure 9 lists all five phases of the DMAIC model. In the define phase, leaders
define the problem, scope, or boundaries. They also define the case for action, select a
project sponsor, commit resources, capture expected benefit, and create the vision
(Linderman et al., 2003; Pyzdek, 2003). In the measure phase, leaders observe the “as is”
baseline, describe the situation, measure actual process inputs, obtain process outputs,
determine process capability, develop a process map, and determine cause-and-effect
relationships. In the analyze phase, leaders understand and identify potential causes,
identify solutions for improvement, summarize and prioritize solutions, and plan the
improvements (Linderman et al., 2003; Pyzdek, 2003). In the improve phase, leaders
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reduce waste, reduce complexity, reduce variability, conduct pilots, gather data, design
controls, plan implementation, and deploy improvements. In the control phase, leaders
implement controls, standard operating procedures, and desktop procedures; assess and
adjust; train personnel; update priorities; plan next steps; identify potential follow-on
projects; publicize and recognize; document and share knowledge; capture lessons
learned; solicit sponsors; and provide team feedback (Linderman et al., 2003; Pyzdek,
2003).

Figure 9. DMAIC model. From Continuous Process Improvement Guidebook (p. 17), by U.S.
Marine Corps, 2009, Washington, DC: Author.

Continuous process improvement/Lean Six Sigma training. The DoN
CPI/LSS curriculum was equipped with briefs and training courses. The CPI/LSS
deskside brief was designed as a one-on-one introduction for senior leaders. The
CPI/LSS Senior Leader Training was designed as an introduction to CPI/LSS presented
to senior leaders (U.S. Marine Corps, 2009). The length of training is 4 to 8 hours,
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covering the purpose of LSS within the organization, some history of LSS, roles and
responsibilities for deploying LSS, and the introduction to lean, Six Sigma, and TOC
(Pande, Neuman, & Cavanagh, 2000; Sahoo, Tiwari, & Mileham, 2008). The rest of the
CPI/LSS training uses belt-color terminology that is standard for LSS in the private
sector.
Figure 10 lists all the LSS certification belts starting with the CPI Yellow Belt.
There is also LSS White Belt training, an online 2-hour basic introduction to LSS
principles, which is useful for anyone in general (DoN, 2009). This training was
established by the Navy as an online class, which the Marines access using MarineNet, an
online educational portal. The White Belt is not listed in Figure 10 and is not a Navy
requirement (DoN, 2009).

Figure 10. Lean Six Sigma certification structure. From Continuous Process Improvement
Guidebook (p. 11), by U.S. Marine Corps, 2009, Washington, DC: Author.

CPI/LSS Yellow Belt training is an 8- to 16-hour introduction to LSS principles
(with exercises), which is useful for project team members, potential earners of LSS
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Green and Black Belts, and leaders or stakeholders (DoN, 2009). The CPI Yellow Belt
training is an 8-hour class, completed in 1 day or two half days, that is designed to
provide an understanding and application of lean, Six Sigma, and TOC. The course
addresses the basic CPI principles and methodologies (DoN, 2009). As a result, “the
student[s] will learn to apply [CPI] principles and tools to transactional and production
processes through a combination of lecture, practical exercises, group discussions,” and
CPI activities (U.S. Marine Corps, Marine Corps Air Station, 2013, p. 10). Furthermore,
“upon completion of this training, the student[s] will be prepared to participate as . . .
team member[s] on a [CPI] Rapid Improvement Event [RIE] or . . . project” (U.S. Marine
Corps, Marine Corps Air Station, 2013, p. 10).
CPI/LSS Green Belt training is a 40-hour class on basic lean, Six Sigma, and
TOC tools addressing the standard body of knowledge published by the American
Society for Quality. This training is described as follows:
This five-day Green Belt class is designed to provide a practitioner’s level of
understanding and application of Lean, Six Sigma, and [TOC]. The course
addresses how these primary CPI components can be applied within an
organization and also discusses the technical, cultural, financial and management
components of process improvement. Basic Lean principles and tools such as
Value Stream Mapping & Analysis, Visual Controls, 5S workplace organization,
and Poke-Yoke are presented. Principles and tools from the Six Sigma discipline
include project selection, project validation, statistical analysis and the DMAIC
Process. . . . The constraint management techniques of TOC are also discussed
and applied during the course. . . . The student will learn to apply these principles
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and tools to transactional and production processes through a combination of
lecture, practical exercises, group discussions, as well as [CPI] activities. Upon
completion of [this] training the student will be prepared to lead/conduct Rapid
Improvement Events [RIE] or . . . a . . . project under the guidance of a Black
Belt. (U.S. Marine Corps, Marine Corps Air Station, 2013, pp. 10-11)
The CPI/LSS Green Belt credential “certification” comes after the training. This
is the first level of training and certification for LSS practitioners. The certification
process includes a comprehensive exam covering the CPI methodologies and completion
of a CPI project or RIE (DoN, 2009). Green Belt mentoring is an aspect of the
certification process provided to CPI/LSS Green Belt recipients. The Green Belts are
assigned an experienced CPI/LSS Black Belt or Master Black Belt to provide guidance
and support during their first CPI project or event. The mentor provides advice, project
planning meeting support, CPI templates, and any additional training the Green Belts
may need to complete the CPI project or event (DoN, 2009).
CPI/LSS Black Belt Training is a 160-hour (4-week) course that covers a standard
body of knowledge published by the American Society for Quality. This is the second
level of training and certification for LSS practitioners. Black Belt training includes a
comprehensive exam covering the CPI methodologies and statistic control progression as
well as completion of a CPI project. Black Belt mentoring is an aspect of the
certification process and provided to CPI/LSS Green Belt. The Green Belts are assigned
an experienced CPI/LSS Black Belt or Master Black Belt to provide guidance and
support during first CPI Project. The mentor provides advice, project planning meeting
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support, CPI templates, and any additional training the Black Belts may need to complete
the CPI Project. (DoN, 2009).
In 2009, the Marine Corps’ LSS program developed a standard mentor training
package with an emphasis on coaching and mentoring techniques (DoN, 2009). The
CPI/LSS Mentor Workshop involves a review of the CPI/LSS curriculum foundations.
The workshop ensures that CPI/LSS Black Belt mentors have a clear and concise
understanding of what is being taught in LSS Green Belt and Black Belt classes (DoN,
2009).
CPI/LSS assists Marines by either directly or indirectly supporting combat
readiness, developing warfighting capability, or improving the quality of life for
themselves or their families. Though LSS can be viewed as two separate process
improvement initiatives, Lockheed Martin integrated them and recognized the value of
both interdependencies as a strategy for change, resulting in the integration of
improvement efforts, value-added processes, reduced variation, and statistical evaluations
of improvement efforts (Beale, 2008; Brimstin, 2013; Burgess, 2014; Callahan, 2015). In
addition, the CPI/LSS capabilities are used to continuously improve the effectiveness and
efficiency of operations.
CPI/LSS is based on three methodologies that complement each other: lean
thinking, Six Sigma, and TOC. Lean thinking focuses on mitigating waste, TOC focuses
on identifying and eliminating bottlenecks or constraints, and Six Sigma focuses on
mitigating process variation (Womack & Jones, 2010). CPI/LSS provides a structured
approach while helping to seek the best business practices and principles such as previous
change management initiatives like TQM and BPR (DoN, 2009). CPI/LSS as a

44

management theory became popularized in the late 1990s by Jack Welch, then CEO of
General Electric Corporation (Goleman, 1995). Lean thinking is a methodology that
focuses on reducing waste and cycle time in processes. The term lean thinking was
coined by Womack and Jones (2010) in their book by the same title.
The literature shows that a change management approach takes a structured
methodology for transformation to take hold in an organization. Whether that is a threestep process or a 12-step method framework (Alukal, 2003; Anderson & Ackerman
Anderson, 2010; Kotter, 2010; Lewin, 1951; Womack & Jones, 2010), experts agree it
must have some type of structured approach.
Process improvement initiatives have been applied separately or through more of
a linear approach using isolated cause-and-effect strategies or just focusing on reducing
waste. Research has called for examining the interdependencies and relationship between
change management initiatives and their successful and sustainable implementation based
on organizational culture and senior leadership support (Anderson & Ackerman
Anderson, 2010; Brimstin, 2013; Callahan, 2015; Moulton, 2011).
Theoretical Framework
This section on the theoretical framework serves to introduce the management
dilemma, problem statement, and purpose of this EI study. This section also offers some
background, the significance of the research, the nature of the study, and a detailed
overview of the theoretical framework.
Emotional Intelligence Background
Mayer and Salovey (1993) defined EI as “the ability to perceive emotions, to
access and generate emotions as to assist thought, to understand the emotions of others,
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and to reflectively regulate emotions so as to promote emotional and intellectual growth”
(p. 433). Emotions evolve as a species grows and act as a signal and response to changes
in relationships between individuals and their environment (Mayer & Salovey, 1993).
Emotions usually cause a response to an event or internal perceptions of the event and
either have a positive or negative impact on an individual.
Wechsler’s (1958) definition of intelligence was as follows: “Intelligence is the
aggregate or global capacity of the individual to act purposefully, to think rationally, and
to deal effectively with his environment” (p. 7). This implies gathering information,
learning about that information, and reasoning with it and having the mental ability
associated with cognitive operations (Mayer & Salovey, 1993). Goleman (2006) defined
EI as the aptitude to control one’s feelings and the ability to recognize the feelings of
others to promote emotional and intellectual growth. He asserted that intellect cannot
work at its best without EI (Goleman, 2006). Historically, work on the development of
EI from authors such as Bar-On (1997), Gardner (1983), Goleman (1995), and Mayer and
Salovey (1993) tied EI to personal and professional success.
The development of organizational leaders can occur in a variety of ways
including formal training, self-directed learning, and a conscious approach (Anderson &
Ackerman Anderson, 2010; Day, 2001; Day & Halpin, 2001; Whetten & Cameron, 2010;
Yukl, 2010). Awareness that a leader brings to a change management initiative
influences his or her approach and success at leading the initiative (Anderson &
Ackerman Anderson, 2010). Research has shown that EI plays an essential part in
leadership and a leader’s development (Goleman, 2011; Whetten & Cameron, 2010;
Yukl, 2010).
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The concept of EI is often credited as starting from the work of Thorndike (1920),
Wechsler (1958), and Fancher (1985). These early scholars helped lay the foundation
from which EI evolved. The conceptual framework for this study concentrated on the
constructs of learning, adult learning, leadership, and leader development within the
context of the federal government (Anderson & Ackerman Anderson, 2010; Day, 2001;
Day & Halpin, 2001; Whetten & Cameron, 2010; Yukl, 2010). The theoretical
foundation explored was a relationship management strategy (Goleman, 2011; Whetten
& Cameron, 2010) of leadership development and EI. Working on relationships takes
time, effort, and know-how, which takes a high level of EI (Whetten & Cameron, 2010).
EI is “a different kind of intelligence” especially needed during times of change
management (Goleman, 2011, p. 50). Research from Goleman et al. (2001) and Boyatzis
et al. (2011) suggested that EI encompasses competencies of both emotional and social
intelligence, and it can be learned. However, Mayer et al. (1999) argued that EI alone
cannot predict personal or professional success. EI can contribute to the effectiveness of
performance and enhance leadership in organizations (Boyatzis et al., 2011; Goleman et
al., 2001). The Goleman and Boyatzis models suggest that EI is measured through an
assessment of an individual’s competencies of self-awareness, self-management, social
awareness, and relationship management (Boyatzis et al., 2011; Goleman et al., 2001).
An emotional competency is “a learned capability based on EI that result in outstanding
performance at work” (Goleman, 2000, p. 50). Goleman (2000) was the first present-day
EI researcher to link EI as a construct to leadership and as a practice to gain efficiencies
in organizations. Goleman’s (1995) book Emotional Intelligence was included in
business publications and newspapers, which catapulted EI into the business sector.
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History of Emotional Intelligence
The term emotional intelligence appeared in a 1964 paper by Michael Beldoch on
the sensitivity to expression of emotional meaning in three modes of communication. In
1983, Howard Gardner’s Frames of Mind: The Theory of Multiple Intelligences
introduced the idea of multiple intelligences. These included both interpersonal and
intrapersonal intelligence. Interpersonal intelligence is the capacity to recognize the
intentions, desires, and motivations of others. Intrapersonal intelligence is the capacity to
appreciate oneself and to be in touch with one’s feelings, fears, and motivations (Gardner,
1983). In 1989, Stanley Greenspan proposed a model to describe EI, and the next year
Peter Salovey and John Mayer (1990) published a related article in the journal
Imagination, Cognition, and Personality. Five years later, the term EI became commonly
known through the publication of Goleman’s (1995) book Emotional Intelligence.
Goleman’s Theory
Goleman (1995) defined EI as “abilities such as being able to motivate oneself
and persist in the face of frustrations; to control impulses and delay gratification; to
regulate one’s moods and keep distress from swamping the ability to think; to empathize
and hope” (p. 34). In 1998, he further explained EI as “the capacity for recognizing our
own feelings and those of others, for motivating ourselves, and for managing emotions
well in ourselves and in our relationships” (Goleman, 1998, p. 317).
Goleman modified his model in 2001, reducing it from five to four components
and from 25 emotional competencies to 20 (Goleman et al., 2001). Table 1 presents
Goleman’s conceptual framework using the four EI components compared to the original
five-component framework (Goleman et al., 2002). The theoretical framework for this
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study used the four components from the revised model shown in Table 1: selfawareness, self-management, social awareness, and relationship management (Goleman
et al., 2001).
Table 1. Goleman’s EI Components
Goleman’s EI Components
Five components of EI

Four components of EI

Self-awareness
 Emotional awareness
 Accurate self-assessment
 Self-confidence

Self-awareness
 Emotional awareness
 Accurate self-assessment
 Self-confidence

Self-regulation
 Self-control
 Trustworthiness
 Conscientiousness
 Adaptability
 Innovativeness
Self-motivation
 Achievement
 Commitment
 Initiative
 Optimism

Self-management
 Self-control
 Trustworthiness
 Conscientiousness
 Adaptability
 Achievement orientation
 Initiative

Empathy
 Empathy
 Service orientation
 Developing others
 Leveraging diversity
 Political awareness
Social skills
 Influence
 Communication
 Leadership
 Change catalyst
 Conflict management
 Building bonds
 Collaboration and cooperation
 Team capabilities

Relationship management
 Influence
 Communication
 Leadership
 Change catalyst
 Conflict management
 Building bonds
 Collaboration and cooperation
 Team capabilities

Social awareness
 Insight
 Service orientation
 Organizational awareness

Note. Adapted from Primal Leadership: Realizing the Power of Emotional Intelligence (p. 61),
by D. Goleman, R. Boyatzis, and A. McKee, 2002, Boston, MA: Harvard Business School Press.
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Self-awareness. Self-awareness is one of the four components of EI. According
to Bradberry and Greaves (2009), self-awareness is about “getting to know yourself
inside and out”; if people were onions, they would be peeling back the layers so that they
could get more comfortable with what they find in the middle, or “the true essence of
you” (p. 61). Some of the indicators of having high self-awareness are the ability to selfassess, self-confidence, and an overly modest sense of humor (Goleman, 1998).
Goleman et al. (2013) explained, “In the mind’s design, self-awareness is built into
regulating our own emotions, as well as sensing what others feel” (p. 77). Since it is
impossible to leave emotions out of any given situation, one must be aware of feelings,
whether positive or negative, to help manage them (Bradberry & Greaves, 2009).
Leaders with a high degree of self-awareness are in touch with the way others make them
feel. Some effective self-awareness strategies are observing the ripple effect that may
cause one’s emotions, feeling emotions physically, and knowing oneself well enough to
better understand what pushes one’s buttons (Bradberry & Greaves, 2009).
Self-management. Self-management is another important component of EI
(Goleman, 1998). According to Bradberry and Greaves (2009), “Self-management is
your ability to use your awareness of your emotions to stay flexible and direct your
behavior positively” (p. 32). The ability to use their awareness helps individuals channel
their emotions in useful ways (Goleman, 1998). Reasonable people who can control their
impulses and feelings are more capable of creating an atmosphere of trust and fairness
(Goleman, 2014). Bradberry and Greaves (2009) proposed that there is more to selfmanagement than suppressing emotions or taking a deep breath to keep oneself in touch
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with one’s emotions. Self-management is the building of foundational skills to selfawareness (Bradberry & Greaves, 2009).
In 2013, Goleman et al. also declared that self-management allows for leaders to
take control of difficult situations, maintain integrity, and react nimbly to change in a
more adaptable way. Goleman (2011) stated, “Competencies such as managing
emotions, focused drive to achieve goals, adaptability and initiative are based on
emotional self-management” (p. 29). Some effective self-management strategies include
creating an emotion-versus-reason list to compare, focusing attention on freedoms rather
than any limitations, and not rushing a decision as it is acceptable to sleep on it
(Bradberry & Greaves, 2009).
Social awareness. Social awareness is the third component of EI. Social
awareness is the ability to accurately sense emotions in other people and understand what
is really going on. This often means understanding what other people are thinking and
feeling, even if those thoughts and feelings are different from one’s own (Bradberry &
Greaves, 2009). Empathy is at the core of this skill; leaders with a high empathy skill set
obtain higher performance levels from their employees because they can relate to and
motivate others (Goleman, 2011). Goleman et al. (2013) stated, “Cognitive empathy
gives us the ability to understand another person’s ways of seeing and of thinking.
Seeing through the eyes of others and thinking along their lines helps one choose
language that fits their way of understanding” (p. 99). Some effective social awareness
strategies are to live in the moment, be present, greet people by their name, and watch
their body language (Bradberry & Greaves, 2009).
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Relationship management. Relationship management is the last component of
EI. Relationship management is the ability to be inspiring, be influential, initiate or lead
change in a new direction, foster relationships, and build cooperation (Bradberry &
Greaves, 2009; Emmerling & Goleman, 2003; Goleman et al., 2013). Relationship
management requires time to properly foster a relationship and bond with others by
connecting with and understanding them. Bradberry and Greaves (2009) stated,
“Conflicts at work tend to fester when people passively avoid problems because people
lack the skills needed to initiate a direct, yet constructive conversation” (p. 45).
Relationship management incorporates the other three skills of EI and skills to properly
manage conflicts to provide a safe working environment (Bradberry & Greaves, 2009).
Some effective relationship management strategies are building trust, having an opendoor policy, showing that one cares, and being open and curious in nature (Bradberry &
Greaves, 2009).
Emotional Intelligence and Change Leadership
Early scholars helped set the stage or foundation from which EI advanced as an
essential characteristic of leadership (Goleman, 2011). The concept of EI is often
recognized from the works of Thorndike in 1920, Wechsler in 1958, and Fancher in 1985
(Goleman, 1995). The framework concentrates on the concepts of leaders’ development
and leadership learning within the federal government employment culture (Anderson &
Ackerman Anderson, 2010; Day & Halpin, 2001; Whetten & Cameron, 2010; Yukl,
2010). Leadership requires working on relationships, which takes time, effort, and knowhow, and that aspect takes a high level of EI (Whetten & Cameron, 2010). EI is “a
different kind of intelligence” especially needed for leadership during times of change
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management (Goleman, 2011, p. 50). Studies have also shown that organizations must
be prepared for change, and their employees must be part of the improvement process in
order to sustain the change over time (Anderson & Ackerman Anderson, 2010; Callahan,
2015; Cook, 2015; Gordon, 2013).
Leadership
Leadership involves defining what the future should look like, aligning the
organization’s human resource structure to the new vision, and then inspiring people to
make the new vision a reality (Kotter, 1996a). According to Kouzes and Posner (2006),
“Leadership is a relationship between those who aspire to lead organizations and those
who choose to follow” (p. 15). The job of any good leader is to get results (Goleman,
2000). It takes leadership to help members of the organization connect their process to
the vision that has been set for the organization (Kavanagh, 2003). To be an authentic
leader, one must be self-aware and regulate one’s emotions to be true to oneself
(B. George & Sims, 2007). Once leaders develop a stronger self-awareness, they may
encounter challenges to their leadership. Leaders should not revert to their old selves.
True leaders need interpersonal skills and teamwork more than they need extra
intellectual intelligence (B. George & Sims, 2007).
There are five important reasons for developing self-awareness as a leader.
According to B. George and Sims (2007), a strong self-awareness will support a leader to
(a) find the right role, (b) increase self-confidence, (c) be consistent, (d) connect with
others, and (e) be complementary. A leader provides others with opportunities and learns
to recognize their full potential. Followers want to be part of something special, find
purposeful work, and make a meaningful difference. Leaders strive to leave a legacy,
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and a big part of that is how the leaders treat people and how they deal with their people
on a daily basis. A leader sets realistic expectation and manages them properly. A leader
needs support from colleagues and knows how to empower employees around a shared
purpose. When a leader understands his or her values, he or she can identify and define a
set of leadership principles (B. George & Sims, 2007).
Developing Emotional Intelligence
Tubbs and Schulz (2006) argued that individuals develop leadership competencies
as opposed to being born with them. Goleman (2000) and Boyatzis et al. (2011)
suggested that EI encompasses competencies of both emotional and social intelligence
and can be learned. However, Mayer et al. (1999) argued that EI alone cannot predict
personal or professional success. Still, EI can contribute to performance effectiveness
and enhance organizational leadership (Boyatzis et al., 2011; Goleman et al., 2001). The
Goleman and Boyatzis methods incorporated a model proposing EI assessment for
individuals’ aptitude for self-awareness, self-management, social awareness, and
relationship management (Boyatzis et al., 2011; Goleman et al., 2001). Goleman (2000)
was the first present-day EI researcher to link EI as a construct to leadership and as a
practice to gain efficiencies in organizations.
Organizational Military Human Resource Centers
Consolidation Initiative
In 2004, the commandant of the Marine Corps directed the Personnel
Administration Consolidation Initiative and the establishment of the Installation
Personnel Administration Centers (IPACs, or military human resources) aboard 14 major
installations or stations by October 2008 (DoN, 2004). The 31st commandant, General
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Krulak, envisioned this capability and in 1998 tested it at Marine Corps Air Ground
Combat Center in Twentynine Palms, California (U.S. Marine Corps, 2004). The
consolidation allowed for the first administrator structure cuts. Over 1,000 administrators
were cut to create more infantrymen as well as satisfy the manpower requirements. Since
then, hundreds of additional administrator structure spaces have been identified and will
be reallocated to different billets throughout the Marine Corps (U.S. Marine Corps,
2005). The Marine Corps Administrative Procedures (MCAP) manual directed each
installation and station commander to establish an IPAC by 2009: “IPACs will be the
standard configuration for Marine Corps consolidated administration and Marine Corps
policies will be reviewed and rewritten to support this concept” (DoN, 2004, p. 3). The
MCAP directed and drove the IPAC consolidation requirements. Once completed, the 14
IPACs aboard installations and stations will provide the pay and personnel administrative
services for 8,000 to 40,000 customers depending on the size of the base. The IPACs’
collective customer base consists of commanders, unit leaders, their Marines, and the
Marines’ family members. The administrative support consists of individualized requests
and unit administrative requirements (DoN, 2004).
According to the MCAP (DoN, 2004),
The Deputy Commandant, Installations and Logistics (DC, I&L) is the Advocate
for the Supporting Establishment. The administrative functions located at . . .
IPACs . . . will, by definition, be provided by the supporting establishment,
therefore, the DC, I&L has a contributing role in Marine Corps Administration.
The DC, I&L’s responsibilities include assisting in the proper structuring of
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IPACs, coordinating the integration of IPAC functions with other supporting
establishment capabilities, and planning for adequate facilities. (p. 3)
IPACs will provide structure decreases once the manpower savings are found through
economies of scale, and they will also set up future manpower structure savings (Allen,
2004).
Senior Marine Leadership
There are three levels of leaders characterized by unique intuition and drive.
First, there are gifted leaders born with a natural ability to lead. Second, there are leaders
who are developed to see the benefits of leadership through informed mentorship and
training. Third, there are individuals who do not see leadership as important and prefer to
be followers in their personal and professional lives (Maxwell, 1998). True leaders help
make other leaders, not followers (Covey, 2004; Maxwell, 1998). Research has
concluded that strong EI among organizational leaders can improve productivity and
performance (Goleman, 1995; Nelson & Low, 1999).
A growing number of researchers have examined and sorted through piles of
literature surrounding various leadership styles presented in business. The contention is
that most leadership styles fit into one of three current models: transactional,
transformational, and passive avoidant (Avolio, Bass, & Jung, 1999; Trottier, Wart, &
Wang, 2008). Many view transactional leadership as the precursor to transformational
leadership (Bass & Steidlmeier, 1999; Bryant, 2003).
Transformational leaders are positive change agents who engage and motivate
followers at their core and are able to transform organizations by creating an environment
of trust, employee empowerment, shared vision, and mutual accountability. Zornada
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(2005) observed performance success in different fields, such as business, society,
military, and politics, attributed to good leadership as well as underperformance related to
poor leadership. To this end, leadership theorists (Goleman, 1998; Nelson & Low, 1999;
Skinner & Spurgeon, 2005) have recognized that EI can be an influential tool in
organizational leadership development and performance.
Leadership centers on the leader’s ability to motivate and inspire followers
through a unified vision and common goal or sense of purpose (Stone, Russell, &
Patterson, 2004). The foundation of Marine Corps leadership is to
lead; there could be no other way. The bond which grows among warriors who,
together, experience great danger in the crucible of war is difficult to describe. . . .
That every Marine is a warrior and a leader is more than a capability: it is an
attitude and a standard of excellence. (U.S. Marine Corps, 2002, p. 33)
Studies have shown that emotional awareness that a leader brings to a change
management initiative influences the leader’s approach and success at leading the
initiative (Anderson & Ackerman Anderson, 2010; Bradberry & Greaves, 2009).
Summary
Today’s change management practitioners must apply to all leadership their skills
to develop attainable goals and objectives. They must instill a sense of urgency and
importance, generating enthusiasm, confidence, and cooperation, when establishing
meaningful process improvement initiatives for the organization (J. M. George, 2000;
Kotter, 2010). According to several studies, each of these elements requires leaders to
have a high EI skill set (Barbuto & Burbach, 2006; Bradberry, & Greaves, 2009;
Lencioni, 2002; Schwarz, 2002; Yadav, 2014). EI plays an essential part in leadership
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and a leader’s development (Goleman, 2011; Whetten & Cameron, 2010; Yukl, 2010).
Change leaders often possess greater EI than others do; 90% of high performers have
high EI quotients (Anderson & Ackerman Anderson, 2010; Bradberry & Greaves, 2009).
This chapter presented an overview of the history of EI, theorists and researchers
who studied EI, popular EI models, Marine Corps senior leadership, the IPAC
consolidation initiative, and the relationship between EI and senior leader involvement.
Studies have shown that there is a strong relationship between EI and transformational
leadership. Leading transformation calls for a deeper understanding of change and a new
set of leadership skills and strategies (Anderson & Ackerman Anderson, 2010; Barbuto &
Burbach, 2006). Some of the pioneers in the EI movement focused their studies on the
workplace, advocating that EI is twice as important in star performers and those
facilitating change within successful organizations (Antonakis et al., 2009; Goleman,
2004; Schwarz, 2002).
This literature review provided evidence that leaders must get their employees
involved at every level for change initiatives to be effective and efficient. This type of
transformational leadership takes time, energy, and effort (Anderson & Ackerman
Anderson, 2010; Bradberry & Greaves, 2009; Goleman, 2011; Mathew & Gupta, 2015;
VanDuinkerken & Mosley, 2011; Yadav, 2014). Proper leadership training, strict
adherence to the CPI/LSS methodologies, and capitalizing on the EI skill of relationship
management are required for proper implementation (Whetten & Cameron, 2010).
Studies have not identified the relationship between EI and change management or the
necessary strength of the correlation for a leader to effectively lead a transformational
change in a military organization.
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CHAPTER III: METHODOLOGY
Overview
This chapter describes the methodology used for this study. The chapter includes
the purpose statement, research questions, research design, population, sample,
instrumentation (including its validity and reliability), data collection, data analysis,
limitations, and summary. The instrumentation used was four interview questions
adapted from Bradberry and Greaves’s (2009) emotional intelligence (EI) framework.
Additionally, this chapter describes how the researcher increased both the validity and
reliability of the study during the formation of the instrument. It covers the researcher’s
process of conducting interviews and triangulation of data once collected. As a final
point, this chapter includes the data collection process and all limitations of the study.
Purpose Statement
The purpose of this descriptive, qualitative case study was to identify and describe
exemplary military senior leaders’ perceived importance of emotional intelligence (EI)
characteristics when leading organizational change. The study explicitly addressed the
behavioral characteristics of U.S. Marine leaders associated with the EI framework for
emotional competencies using Goleman et al.’s (2002) four EI components: selfawareness, self-management, social awareness, and relationship management
competencies.
Research Questions
1. How do exemplary military senior leaders perceive the importance of self-awareness
EI characteristics to lead change?
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2. How do exemplary military senior leaders perceive the importance of selfmanagement EI characteristics to lead change?
3. How do exemplary military senior leaders perceive the importance of social awareness
EI characteristics to lead change?
4. How do exemplary military senior leaders perceive the importance of relationship
management EI characteristics to lead change?
Research Design
The researcher determined that a qualitative instrumental multiple-case study
methodology was appropriate for this research as this approach is required to conduct an
in-depth analysis of a single entity or an exploration of a bounded system that includes an
activity, event, and individuals based on ample data collection (Creswell, 2014; Yin,
2009). This study focused on analyzing a single entity within a bounded system by
capturing unique characteristics concerning the participants, time, and place involved in
change management events. These change management episodes, within the context of
social sciences, are considered by many authors as an ethnographic real-life examination
of an initiative or situation (McMillan & Schumacher, 2010; Patton, 2015). A qualitative
multiple-case study was appropriate for this research as it was bounded by participants
(senior military leaders), time (participation in change management events between 2009
and 2017), and place (Marine Corps Base Camp Pendleton).
Qualitative Methodology
Qualitative research is an accepted methodology that contributes to an
understanding and the inquisitive nature of a circumstance during different situations
(McMillan & Schumacher, 2010; Patton, 2015). Unlike a quantitative research design,
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there is no perfectly designed study, and unanticipated consequences will emerge.
McMillan and Schumacher (2010) stated, “Research design is very important because
certain limitations and cautions in interpreting the results are related to each design”
(p. 20). They further proclaimed that proper data collection on natural phenomena can
enhance qualitative research that can be as methodical as quantitative research (McMillan
& Schumacher, 2010).
Qualitative research requires resources, time, and the ability to contemplate the
meaning and an understanding of the phenomena being studied (Patton, 2015). McMillan
and Schumacher (2010) also professed that multiple data collection strategies increase
validity. Qualitative research gathers data through interviews, focus groups, artifacts, and
observations over a specified period of time. Qualitative data can capture individuals’
organizational change experience through their own words as they communicate this to
the researcher (Patton, 2015). For this study, the researcher designed a qualitative case
study using interviews, artifacts, and in-depth analyses of the collected information.
Case Study Design
A case study is a method to explore or provide an in-depth analysis of a single
entity to gain insightful understanding and explanations of real-world behavior
(McMillan & Schumacher, 2010; Yin, 2014). Yin (2003) defined a case as “a
contemporary phenomenon within its real-life context, especially when the boundaries
between a phenomenon and context are not clear and the researcher has little control over
the phenomenon and context” (p. 13). Consequently, a case study is considered a
legitimate method of research leading to a written analysis comprising a “comprehensive
research strategy, named case study” (Yin, 2003, p. 14). A qualitative case study
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“examines human lives through the lens of a narrative, honoring lived experience as a
source of important knowledge and understanding” (Patton, 2015, p. 128).
According to McMillan and Schumacher (2010), an instrumental case study
focuses on a specific issue or theme. Using a qualitative multiple-case study design for
this research allowed participants to describe the initiative’s nuance from a leadership
perspective. McMillan and Schumacher explained, “Qualitative research is more
concerned with understanding the social phenomenon from the participant’s perspective”
(p. 12). This study examined how Marine Corps senior leaders participated in a change
management event between 2009 and 2017 on Marine Corps Base Camp Pendleton.
An instrumental case study helps the researcher collect data to have a better
understanding of a specific pattern of issues or common themes. This provides a deeper
understanding of the study topic (McMillan & Schumacher, 2010). An instrumental case
study provides insightful information on an issue or helps to refine a theory. According
to Yin (2014), there are two types of designs: a single-case and a multiple-case design.
Yin described a single-case design as having embedded units of analysis. Yin (2003)
also used the term collective case study or multiple-case design to describe research in
which more than one case is observed or studied.
Multiple-Case Designs
A multiple-case study design is employed to understand similarities and
differences by enabling the researcher to explore comparisons between several cases
(Baxter & Jack, 2008; Stake, 1995; Yin, 2003). With this design, it is vital to choose
cases selectively to predict similar or contrasting results based on a theory (Yin, 2003).
Yin (2003) described how a multiple-case design can be used for a study:
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Predicts similar results (a literal replication)



Predicts contrasting results but for predictable reasons (a theoretical
replication)



Measurements can be conducted at various points in time. (p. 47)

Using a qualitative instrumental multiple-case study methodology for this research
permitted the researcher to explore and discover the perspective of a phenomenon
through multiple participants using an instrument to capture various sources of data in an
effort to understand EI during a change management episode (Baxter & Jack, 2008;
Creswell, 2014).
Population/Target Population
A population is “a group of elements or cases, whether individuals, objects, or
events, that conform to specific criteria and to which we intend to generalize the results
of the research” (McMillan & Schumacher, 2010, p. 129). Patton (2015) further defined
the population of a study as “the group in which researchers are ultimately interested”
(p. 45).
The population for this study included retired exemplary senior military leaders
who worked in or commanded Installation Personnel Administration Centers (IPACs)
aboard Marine Corps Base Camp Pendleton in California. With this description, the
population consisted of over 77,000 retired military personnel residing in the surrounding
cities around Camp Pendleton within San Diego and Orange Counties in California. This
population was chosen because the research questions required a population of senior
Marines with similar job responsibilities. The population also allowed for
generalizability to military commanders and administrative directors.
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Sampling Frame
The sampling frame is the explicit group of people from which data are derived
through research (McMillan & Schumacher, 2010). The population for this study was
narrowed to a generalized sample from Camp Pendleton, one of the largest Marine Corps
bases in the United States. Senior leaders at Camp Pendleton are encouraged to be
involved with process improvement and organizational change (DoN, 2009). This
qualitative study was designed to conduct face-to-face or phone interviews. The
researcher used nonprobability, purposeful, and snowball sampling techniques (McMillan
& Schumacher, 2010).
The first sampling frame characteristic for this study included senior military
leaders who had retired from the Marine Corps and were willing to participate (McMillan
& Schumacher, 2010). Within the surrounding cities around Camp Pendleton, there are
over 77,000 retired military personnel residing in the San Diego and Orange County,
California area. These retirees have base privileges including access to recreation
facilities, produce and material shopping, and medical services.
The second sampling frame characteristic for this study included Marine Corps
retired senior leaders who participated in Marine Corps change management from 2009
to 2017 as it pertained to change episodes. With this description, the population for this
study included all exemplary senior military leaders who worked in or commanded an
IPAC within the geographic area of Camp Pendleton. As of 2017, the annual IPAC
population of 100 senior military leaders who retired from Camp Pendleton was around
10% each year (U.S. Marine Corps, n.d.).
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The third sampling frame characteristic for this study included exemplary senior
leaders. To be considered an exemplary leader for this study, one must have
demonstrated exceptional meritorious service. The military culture recognizes such
exceptional meritorious service by presenting a medal for superior performance of duty.
For this study, the researcher interviewed senior leaders who had been awarded a medal
for leading a change management episode.
According to the awards manual from the U.S. Department of the Navy, Office of
the Secretary (DoN, 2006), “awards are important symbols of” appreciation for service
members (p. 1-2). Commanders are encouraged to reward “heroism or valor,
exceptionally meritorious service, or outstanding achievement and other acts . . . which
are above and beyond” normal expectations (DoN, 2006, p. 1-2). Public recognition for
awards like the Meritorious Service Medal or, for civilian Marines, the Navy Meritorious
Civilian Service Award is explained in Marine Corps orders and manuals (DoN, 1997;
DoN, 2006):
 Meritorious Service Medal: This award is presented to servicemembers “who
distinguish themselves by outstanding meritorious achievement or service to the
United States” (DoN, 2006, p. 2-28).
 Navy Meritorious Civilian Service Award: This award is presented to civilian
employees in the DoN “for meritorious service or contributions resulting in high value
or benefits to the [Navy or the] Marine Corps” (DoN, 1997, p. 10)
Sample
Nonprobability sampling, as opposed to random selection, is subjective to the
researcher’s judgment. According to McMillan and Schumacher (2010), “Nonprobability
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sampling does not include any type of random selection from a population” (p. 125).
Patton (2015) defined purposeful sampling as identifying “select cases along a continuum
of interest to deepen the understanding of the nature of implications of different levels or
positions along the continuum” (p. 267). In this study, the purposeful sample included
senior military leaders who had retired or separated from the Marine Corps and were
willing to participate (McMillan & Schumacher, 2010). The researcher followed Patton’s
(2015) advice that “care not to overgeneralize from purposeful samples, while
maximizing to the full the advantage of in-depth, purposeful sampling will do much to
alleviate concerns about small sample sizes” (p. 329).
The purposeful sampling strategy used was group-characteristics sampling, which
involved selecting cases to create specific information-rich group examples to reveal and
illuminate important patterns (McMillan & Schumacher, 2010). Purposeful sampling
was an appropriate strategy for this study with its focus on examining the EI of senior
military leaders used during change leadership. Retired Marines have access to the
Marine OnLine website (https://www.mol.usmc.mil), which has a search function to
pinpoint senior leaders’ awards, medals, and decorations for change management
episodes.
Sample Size
Although there are no set rules or exact sample size requirements in a qualitative
study, the sample should reflect the appropriate number of case replications based on the
study’s purpose, stake, credibility, and time and resources available (Patton, 2015; Yin,
2009). Unlike a quantitative study, a qualitative inquiry normally keeps the sample size
relatively small, so purposeful sampling is information rich (McMillan & Schumacher,
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2010). Furthermore, purposeful sampling typically focuses on in-depth or relatively
small samples (Patton, 2015). Creswell (2014) indicated that the more cases involved in
a research study, the greater the chance that there can be a dilution of the overall analysis.
Further, Creswell stated that “there is not a set number of cases” required for qualitative
research (p. 76).
For this study, the researcher selected a purposeful sample of 12 exemplary
retired senior military leaders who satisfied the specific participant criteria listed below.
With the target population of retired referrals totaling 70 potential participants, a sample
of 12 exemplary retired senior military leaders represented 17% of the total target
population. The strategy used to obtain this sample size was snowballing. The snowball
sampling method was used to identify potential interview participants (Patton, 2015).
This method has the ability to identify hidden populations to interview (Patton, 2015).
As one participant leads to another, the study sample snowballs and grows larger as the
study gains momentum. Snowball sampling permits a researcher to select the people
closest to the phenomenon even when they are “unfamiliar with the topic or complexity”
(Creswell & Plano Clark, 2011, p. 209).
According to McMillan and Schumacher (2010), snowballing refers to asking for
referrals to potential sample participants who meet the sample criteria. The researcher, a
retired Marine, had personal contact with three retired senior leaders who met the sample
criteria. The researcher contacted these three potential participants to initiate the
snowball sampling, and they each referred another retired Marine who met the following
sample criteria:
 retired senior leader,
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 served a minimum of 13 years as an exemplary senior leader and over 20 years prior
to retirement from service,
 received an award or recognition for service leading a change management episode,
and
 indicated a willingness to participate in the study.
Instrumentation
To collect data for this case study, the researcher developed an interview protocol
consisting of a set of semistructured interview questions and a script for introducing the
interview (Creswell, 2014). The researcher constructed semistructured interview
questions to collect data that supported answering the research questions. The researcher
used the literature review matrix (Appendix A) from Chapter II, an alignment table
(Table 2), and an expert panel review to establish the interview questions and determine
that they aligned to the study’s research questions. The interview questions were adapted
from Bradberry and Greaves’s (2009) EI framework and focused on some personal
demographics and characteristics of EI (Appendix B). The exemplary senior leader
awards received by the participants were collected as artifacts as part of the data
collection process.
The researcher reviewed the interview questions and sent them to an expert panel
of two Doctor of Education (EdD) professors and one doctoral graduate along with the
purpose and research questions. The researcher asked the experts to provide feedback on
the alignment of the interview questions to the research questions, the sequence of
questions, and clarity of language, as depicted in Table 2.
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Table 2. Alignment of Interview Questions to Research Questions
Alignment of Interview Questions to Research Questions
Variable

Question

Questionnaire
item(s)

Change
management
episode criteria

Please explain your change management episode
described in your award citation.

Question 1

Demographics

How many years were you a Marine Corps senior
leader (Staff NCO or above)?
When did you serve as a senior leader that was
affiliated with the IPAC organization?

Question 2

How do exemplary military senior leaders perceive
the importance of self-awareness EI characteristics to
lead change?
How do exemplary military senior leaders perceive
the importance of self-management EI characteristics
to lead change?
How do exemplary military senior leaders perceive
the importance of social awareness EI characteristics
to lead change?
How do exemplary military senior leaders perceive
the importance of relationship management EI
characteristics to lead change?
Rank the EI characteristics (1-4) in order of
importance as it pertains to effective change
management leadership.

Questions 4 & 4a

EI research
questions

Question 3

Questions 5 & 5a

Questions 6 & 6a

Questions 7 & 7a

Question 8

An interview protocol is important when using an interview instrument for data
collection. Margaret C. Harrell and Melissa A. Bradley (2009) from RAND Corporation
explained that the protocol or control for an interview falls on a continuum of structure
that is identified as unstructured to semistructured to highly structured. An unstructured
interview is used when the “researcher has a clear plan, but minimum control over how
the respondent answers” (Harrell & Bradley, 2009, p. 26). With a semistructured
interview, the researcher uses a guide to ask questions on specific topics. According to
Harrell and Bradley, “The interviewer has some discretion about the order in which
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questions are asked, but the questions are standardized, and probes may be provided to
ensure that the researcher covers the correct material” (p. 27). In a structured interview,
the same questions are asked in a specific order. The authors explained, “Multiple
respondents will be asked identical questions, in the same order” (Harrell & Bradley,
2009, p. 28). This case study used a semistructured interview protocol approach.
McMillan and Schumacher (2010) promoted the semistructured format to allow
participants to have a greater range to answer the interviewer’s questions and to expand
or explain their answers with greater detail, keeping on topic and ensuring validity.
Furthermore, the interviewer can use an “inverted funnels” approach when starting the
interview (Harrell & Bradley, 2009, p. 14).
The interview approach for this study was divided into three parts: Part I started
with closed-ended demographic questions about the participants’ military background,
Part II consisted of an open-ended question allowing the participants to explain the
change management episode for which they were recognized and awarded, and Part III
was a set of open-ended questions covering the EI research questions and allowing for
more details (Harrell & Bradley, 2009). During the interview process, the researcher
used probing questions. Probing questions allow for a deeper dive into the topic to gather
additional information as needed to capture the participants’ answers at a more
descriptive level (Harrell & Bradley, 2009).
Reliability
Pan (2016) referred to reliability as the consistency of results. Reliability of a
case study is evident in the protocol and operations that defined the study’s procedures
for data collection. It is imperative when replicating a case study to produce consistent
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and reproducible results (McMillan & Schumacher, 2010; Merriam & Tisdell, 2016). In
this study, field notes were written throughout the data collection process and the
interview process based on the open-ended, semistructured questions for the
instrumentation protocol (Appendix B) along with a study database (Merriam & Tisdell,
2016; Yin, 2009). The researcher also conducted a field test to support the reliability of
the data collection method (Merriam & Tisdell, 2016).
Throughout the process, additional strategies were implemented to ensure
reliability. The researcher reviewed transcripts for any errors and allowed the
participants to review their interview transcripts to eliminate any misunderstanding that
may have occurred when the voice recording was transcribed into a written document.
Furthermore, the data that were developed during coding were compared with the field
notes to help find themes and patterns (Creswell, 2014). The credibility of the
researcher’s protocol added integrity and honesty to the evaluation of previous
experiences regarding the case study, increasing the reliability and at the same time
decreasing any bias (Creswell, 2014).
Field testing or piloting an interview instrument adds to the reliability and validity
of the instrument (Roberts, 2010). The field test for this study evaluated whether the
interview questions elicited the right information to answer the research questions. The
field test was completed before the main interviews to correct any problems with the
instrumentation or other elements in the data collection technique (Roberts, 2010). The
test allowed the researcher to make modifications to the instrument based on feedback or
additional instructions obtained by the results.

71

Roberts (2010) described reliability as the degree to which the instrument
measures what it purports to measure. The researcher conducted a field test with one
doctoral candidate who met the characteristics of the sample, but the field tester was not
included in this study. The field test was completed prior to the data collection process.
The field test provided the researcher with feedback that allowed him to reflect on the
questions and the type of data they produced. The researcher modified the questions to
be more clear and concise. The researcher also modified the order in which questions
were asked.
Validity
Validity is considered “the degree of congruence between the explanations of the
phenomena and the realities of the world” (McMillan & Schumacher, 2010, p. 330). The
validity of a qualitative research study requires standards for the design in the execution
of the methods of measurement to capture the data addressing the interview questions.
Roberts (2010) asked the question, “Can you trust that findings from your instrument are
true?” (p. 151). Barbour (2001) argued, “They [researchers] can strengthen the rigor of
qualitative research only if they are embedded in a broad understanding of qualitative
research design and data analysis” (p. 1117).
There are also several approaches that increase external validation of an analysis.
These include engaging multiple members to code, triangulation of data, and respondent
validation. Patton (2015) contended that content validity is the degree to which the
instrument measures the content it is designed to measure. The triangulation of the data
results enriches the validity of findings. Triangulation of the results validates the
methodology by an examination of the results from several perspectives.
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Another validity method is allowing the interviewees to review a copy of their
transcript to enhance information accuracy (McMillan & Schumacher, 2010). The
researcher followed this protocol as described in Appendix B and modified the interview
transcriptions only if the participants requested.
Data Collection
The researcher submitted an application to the Brandman University Institutional
Review Board (BUIRB) to request official permission to initiate the data collection for
the study. The application included a copy of the Brandman bill of rights (Appendix C)
and the participant informed consent form (Appendix D). After receiving approval from
the BUIRB, the researcher initiated data collection.
The data collection process began with the researcher contacting potential
participants using snowball sampling. The preliminary contacts included e-mail
correspondence followed up with phone discussions for clarification. Participants who
agreed to participate were sent an e-mail with the informed consent form, Brandman bill
of rights, and the interview questions attached. The e-mail requested that the participants
set a time and place for their interviews. The interviews were conducted at a time and
place convenient to the participants. All interviews were digitally recorded, and these
recordings were used to develop Word document transcripts.
The data collected through interviews were recorded by video or using an audiorecording device. These recordings were transcribed into written form by the researcher
using the website www.Trint.com. It is recommended that transcriptions are performed
by the researcher (Bailey, 2008). Bailey (2008) also proclaimed that transcriptions
sometimes need to be detailed. These details can capture speed, tone of voice, emphasis,
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timing, and pauses. The components that are captured can be difficult to transcribe and
difficult to analyze (Bailey, 2008).
Throughout the qualitative process, researchers must be reflective about their
impact on the data collection and analysis process and avoid any personal biases that may
impact the process (McMillan & Schumacher, 2010; Patton, 2002). When it comes to
bias concerns, a strength of qualitative studies is using purposeful sampling. This type of
sampling is dependent on case studies that are information rich vice having a basis for indepth analysis where participant selection is known (McMillan & Schumacher, 2010;
Patton, 2015).
Data Analysis
The researcher captured and stored data-rich information in a Word document
developed by the researcher. This information was derived from artifacts and interviews
with members within the sampling frames. The researcher analyzed these data with the
assistance of NVivo, an excellent software system for coding. The analysis consisted of
“transformation of raw data into a final description, narrative, or themes and categories”
(Ryan, Coughlan, & Ornin, 2007, p. 742). In addition to field testing the interview
questions and the interview protocol, a research expert was used to review a sample of
the transcribed interview data to add interrater reliability to the study. Interrater
reliability is the use of an expert to independently analyze and code data to establish more
consistency in the findings (Patton, 2015; Roberts, 2010). Roberts (2010) advocated for a
check on the consistency between raters when using open-ended interview questions.
These questions involve subjective interpretation and require a consistency check by an
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expert. This expert had earned a doctorate and had experience with qualitative research
and conducting analyses of interview transcripts using the NVivo software.
The researcher and expert met to compare their independent analyses of samples
of the data and made adjustments to increase the reliability. To increase research
reliability, the expert researcher analyzed 10% of the coding from this study and the
description of the study’s themes to establish 80% or greater reliability (Patton, 2015).
The NVivo analysis supports qualitative as well as mixed-method research, designed to
organize data-rich information from multiple sources to create patterns and themes for
analysis (QSR International, n.d.). The data in this study were used to best explore and
describe how exceptional senior leaders perceived the importance of EI components
during a change management episode.
Limitations
Simon and Goes (2013) explained that limitations associated with case studies do
not allow the researcher to make causal inferences. All studies are subject to limitations.
The limitations of this study include the following:
 The study was limited to the 12 exemplary senior leaders affiliated with the IPAC at
Camp Pendleton in California who volunteered to participate.
 The collection of archival data was limited to a 9-year time frame.
 The data collected were based on the self-reported perceptions of the senior leaders.
Summary
In this chapter, the research method and design were discussed. A qualitative
instrumental multiple-case study was selected because it allowed the researcher to gain an
in-depth understanding of how exemplary military senior leaders perceive the importance
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of self-awareness, self-management, social awareness, and relationship management EI
characteristics to lead change.
Included in the discussion in Chapter III was a review of the purpose of the study
and the research questions. A summary of the selected instrumentation, the data analysis,
and the population and sample was provided. The limitations of the study were
delineated. Subsequent chapters provide detailed sections on data collection, coding,
themes, data analysis, and the results of the study.
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CHAPTER IV: RESEARCH, DATA COLLECTION, AND FINDINGS
Personnel and organizational effectiveness is proportionate to the strength of
leadership. (Maxwell, 2007, p. 8)
Chapter IV summarizes the data from the 12 participating exemplary military
senior leaders regarding their perceptions of the importance of emotional intelligence (EI)
characteristics to lead change. All 12 participants were U.S. Marine Corps personnel
officers who were identified as exemplary senior leaders in their profession and were
awarded a Meritorious Service Award for leading a change episode. First, this chapter
describes and details the study’s purpose, research questions, methodology, population,
and sample. Finally, the participants’ responses to each research question and overall
themes are presented from the collected and coded data.
Purpose Statement
The purpose of this descriptive, qualitative case study was to identify and describe
exemplary military senior leaders’ perceived importance of emotional intelligence (EI)
characteristics when leading organizational change. The study explicitly addressed the
behavioral characteristics of U.S. Marine leaders associated with the EI framework for
emotional competencies using Goleman et al.’s (2002) four EI components: selfawareness, self-management, social awareness, and relationship management
competencies.
Research Questions
To investigate this study, the research focused on the following EI characteristic
questions:
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1. How do exemplary military senior leaders perceive the importance of self-awareness
EI characteristics to lead change?
2. How do exemplary military senior leaders perceive the importance of selfmanagement EI characteristics to lead change?
3. How do exemplary military senior leaders perceive the importance of social awareness
EI characteristics to lead change?
4. How do exemplary military senior leaders perceive the importance of relationship
management EI characteristics to lead change?
Research Methods and Data Collection Procedures
This qualitative case study was based on semistructured, open-ended interview
questions to identify the importance of EI characteristics to lead change from the
perspective of exemplary military senior leaders. The researcher designed a qualitative
case study using interviews, artifacts, and in-depth analyses of the collected information.
Patterns and themes were coded from the transcripts of the interviews through NVivo, an
online qualitative data analysis program. Predominant patterns and themes were
collected to identify similarities and differences among participant responses.
The interviews focused on four main EI questions with additional probing
questions designed to obtain expanded information about the participants’ experience
with change management. The answers to the interview questions were derived from the
experience of each participant interviewed as identified in Table 3. Table 3 provides the
following information on each participant: billet, years affiliated with the Installation
Personnel Administration Center (IPAC) aboard Marine Corps Base Camp Pendleton in
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California, years of experience as a senior leader, and number of years served in the
Marine Corps.
Table 3. Participants’ Billets and Years as a Senior Leader
Participants’ Billets and Years as a Senior Leader
Participant
1
2
3
4
5
6
7
8
9
10
11
12

Billet
Personnel officer
Personnel officer
Personnel officer
Personnel officer
Personnel officer
Personnel officer
Personnel officer
Personnel officer
Personnel officer
Personnel officer
Personnel officer
Personnel officer

# years at IPAC
org

# years senior
leader

# years in Marine
Corps

8
9
4
3
6
10
6
4
4
15
10
4

13
21
20
19
21
25
21
20
22
22
23
13

23
26
21
30
29
24
30
28
26
24
30
20

The intent of Interview Question 1 was to focus on the impact the senior leaders
made to their organization using change management leadership. Interview Questions 2
and 3 were demographic questions about the amount of time the participants were
affiliated with the IPAC organization and how many years they had been considered
senior leaders. The intent of Interview Questions 4, 5, 6, and 7 was to derive the
importance that the exemplary military senior leaders perceived of the four EI
characteristics of self-awareness, self-management, social awareness, and relationship
management to lead change in their organization. The additional probing questions—
Interview Questions 4a, 5a, 6a, and 7a—offered an opportunity for the participants to
recall a time when each EI characteristic was particularly important to their leadership.
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Interview Question 8 provided the participants with the opportunity to rank the EI
characteristics (1-4) in order of importance as it pertained to effective change
management leadership.
Interrater Reliability
After the first interview was transcribed and coded, an expert surveyed the
information to ensure interrater reliability of the instrument. This expert, who helped
increase data reliability, held an educational doctorate in organizational leadership from
Brandman University and was also considered an expert in qualitative research and on
the use of NVivo. After independently coding the transcript, this expert compared her
results with the researcher’s coded document. An accuracy rating of 94% between the
interrater and researcher exceeded the requirement for interrater reliability of no less than
80%.
Population/Target Population
The population for this study included retired exemplary senior military leaders
who worked in or commanded IPACs aboard Marine Corps Base Camp Pendleton in
California. With this description, the population consisted of over 77,000 retired military
personnel residing in the surrounding cities around Camp Pendleton within San Diego
and Orange Counties in California. This population was chosen because the research
questions required a population of senior Marines with similar job responsibilities. The
population also allowed for generalizability to military commanders and administrative
directors.
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Sampling Frame
McMillan and Schumacher (2010) considered the sampling frame the explicit
group of people from which data are derived through research. The sampling frame of
this study was those retired exemplary senior leaders who had participated in a change
management episode at the Camp Pendleton IPAC between 2009 and 2017. The
researcher used nonprobability, purposeful, and snowball sampling techniques (McMillan
& Schumacher, 2010).
Three characteristics of the sampling frame were selected for this study. The first
sampling frame characteristic for this study included senior military leaders who had
retired from the Marine Corps. The second sampling frame characteristic for this study
included Marine Corps retired senior leaders who participated in Marine Corps change
management from 2009 to 2017 as it pertained to change episodes. The third sampling
frame characteristic for this study included exemplary senior leaders. To be considered
an exemplary leader for this study, one must have demonstrated exceptional meritorious
service. The military culture recognizes such exceptional meritorious service by
presenting an award for superior performance of duty. For this study, the researcher
interviewed senior leaders who had received public recognition for awards similar to a
Meritorious Service Award, or, for civilian Marines, the Navy Meritorious Civilian
Service Award.
Sample/Sample Size
The sampling method used to determine the sample size was nonprobability
purposeful sampling from a population that best represented the topic of the study. The
researcher selected a purposeful sample of 12 exemplary retired senior military leaders
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who satisfied the specific participant criteria, listed below, for this study. With the
population of retired referrals totaling 70 potential participants, a sample of 12 exemplary
retired senior military leaders represented 17% of the total target population. The
strategy used to obtain this sample size was snowballing. The snowball sampling method
was used to identify potential interview participants (Patton, 2015). Through this
method, as one participant leads to another, the study sample snowballs and grows larger
as the study gains momentum. The researcher, a retired Marine, had personal contact
with three retired senior leaders who met the sample criteria. The researcher contacted
these three potential participants to determine their willingness to participate in the study.
All interviewed participants met the criteria for participation in this study. The
participants within this sampling frame provided a copy of their award for the change
management episode and, therefore, met the time frame and criteria characteristic for this
study.
Demographic Characteristic Data
The target population was selected based on its demographic characteristics
(McMillan & Schumacher, 2010). For this study, the researcher selected the target
population of retired military senior leaders who satisfied the following specific
participant criteria:
 retired senior leader,
 served a minimum of 13 years as an exemplary senior leader and over 20 years prior
to retirement from service,
 received an award or recognition for service leading a change management episode,
and
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 indicated a willingness to participate in the study.
The data collected identified how the 12 exemplary military senior leaders
perceived the importance of EI characteristics to lead change. Table 3 provides the
participants’ numbers, billets, years affiliated with the IPAC organization, years of
experience as senior leaders, and number of years served in the U.S. Marine Corps.
While not part of the research questions, the demographic characteristics came from the
participants’ award artifacts.
Presentation of Data
Two methods were used to analyze the data collected for this research. Each
participant’s data were analyzed based on the four research questions. The data were
coded and then collectively analyzed to develop common themes and patterns, as well as
themes that were not commonly shared, based on all replies. Common themes and
patterns were represented in the responses of greater than 50% of participants, or at least
seven, while themes not commonly shared were represented in the responses of less than
50% of participants, or no more than six. A narrative is provided in the following section
as a summary of each participant’s interview.
Data Analysis by Participant
Each interviewee was assigned a number between 1 and 12 to protect his or her
anonymity. Tables were developed to display the data and analysis results by research
question, patterns/themes, and frequency of reference for each participant’s patterns or
themes.
Participant 1. As shown in Table 3, Participant 1 spent 8 years in the IPAC
organization, was a senior leader for 13 years, and retired after 23 years in the Marine

83

Corps. At the time of the study, this participant was serving as a federal employee at
Camp Pendleton. Participant 1 received the Meritorious Service Award for outstanding
achievement while serving as a personnel officer in the IPAC at Camp Pendleton from
May 2008 to June 2013. During this period, Participant 1 facilitated invaluable and
lasting improvements to processes, service record accountability methods, and pay
inconsistency identification procedures. After retiring, he was hired to work in the IPAC
as the administrative assist officer and continued to provide administrative support to the
external units on Camp Pendleton.
When asked to respond to Interview Question 8, “Rank the EI characteristics (14) in order of importance as it pertains to effective change management leadership,”
Participant 1 placed relationship management importance first, self-management second,
social awareness third, and self-awareness importance fourth. Identifying 16 of the 16
patterns and themes, a summary of Participant 1’s responses that relate to Research
Questions 1-4, prioritized by the frequency referenced, is provided in Table 4.
Research Question 1. The first research question was, “How do exemplary
military senior leaders perceive the importance of self-awareness EI characteristics to
lead change?” Participant 1 referenced the themes of self-confidence and emotional
awareness five times. Participant 1 discussed having good mentors and leaders who
looked for training opportunities to help him grow professionally. During the training, he
applied himself, graduating number one or in the top 10% in the senior clerk’s course,
advance personnel clerks course, and personnel officer course. Feeling comfortable in
his occupation field, he signed up for Continuous Process Improvement and Lean Six
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Table 4. Participant 1 Frequencies of Themes and Patterns in Responses to Research Questions
Participant 1 Frequencies of Themes and Patterns in Responses to Research Questions
Research question

Pattern or theme

Frequency

1. How do exemplary military
senior leaders perceive the
importance of self-awareness EI
characteristics to lead change?

Self-confidence
Emotional awareness
Self-assessment
Active listening
Subtotal

2. How do exemplary military
senior leaders perceive the
importance of self-management
EI characteristics to lead
change?

Trust
Self-control
Adaptability
Subtotal

3. How do exemplary military
senior leaders perceive the
importance of social awareness
EI characteristics to lead
change?

Organizational awareness
Empathy
Customer service
Subtotal

13
8
4
25

4. How do exemplary military
senior leaders perceive the
importance of relationship
management EI characteristics
to lead change?

Building bonds
Leadership
Developing others
Communication, collaboration, & teamwork
Change catalyst
Conflict management
Subtotal

13
12
5
5
5
1
41

Total

5
5
2
2
14
3
2
N/A
5
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Sigma (CPI/LSS) Facilitation Green Belt training. This type of education and training
strengthened his self-confidence to lead several improvement projects and established
him as a subject-matter expert in his field. This heightened his ability to be more aware
of his own emotions, and at times he felt humbled to be entrusted with important
improvement projects. During most of the improvement projects, he was the junior
Marine in the room. Although stressful at times, even as a new officer, he was aware of
the impact and responsibility the group he was leading was entrusted with. He was
confident enough to work through any resistance and deliver an effective and more
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productive process. Participant 1 would also show his confidence by interjecting humor,
as he felt one of his greatest assets was having a sense of humor, stating, “It would help
and actually get everyone to relax.” The themes of active listening and self-assessment
were also referenced two times during the interview.
Research Question 2. The second research question was, “How do exemplary
military senior leaders perceive the importance of self-management EI characteristics to
lead change?” Participant 1 expressed that the theme of trust was very important and
referenced it three times. Not only did he want his administrative assist team to trust him,
but he was also concerned about the size of his team. He wanted it small enough to make
the experience an “intimate” exchange of knowledge and mentorship. A member of his
team would call the unit before the assist visit and find out the number of administrators
they had and would either match that number or bring fewer people. Participant 1 said he
“wanted to keep the team equal to or smaller than whatever my audience was going to
be.” He wanted his team to fit in and not overpower or intimidate the unit they were
there to assess. He used different media, slides, charts, and examples to display
information. He included references so that the members trusted the information his team
was passing. The theme of self-control was also referenced two times during the
interview.
Research Question 3. The third research question was, “How do exemplary
military senior leaders perceive the importance of social awareness EI characteristics to
lead change?” Participant 1 had a deep appreciated for organizational awareness as it
was referenced 19 times during the interview. He was provided with the opportunity to
stand up a Mobile Administrative Assist Team (MAAT) for the IPAC. He was charged
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with providing administrative support to the 100 units that the IPAC supports. His
mission was to improve the unit’s administrative inputs so that the IPAC could provide
better outputs. Participant 1 also focused on cultivating a harmonious and “enjoyable”
relationship with his Marines and the Marines he was teaching at the units. He said his
Marines “can have fun during the assist visits, make it an enjoyable thing, a positive
learning experience for the Marines.” Participant 1 was always looking for opportunities
to help the organization, volunteering to assist with ceremonies, inspecting, or showing
concern about the command culture. The interview was filled with examples of his
concern for his shop’s morale and taking on additional command requirements to
alleviate stress for his superiors. He would challenge himself by asking, “What do I need
to make this better?” He would look for opportunities to lead CPI/LSS improvement
projects for the IPAC to make things better and improve the quality of life for his
Marines. Empathy was referenced eight times by Participant 1. He would focus his
efforts on “How can I make people’s lives easier?” Even when he was an inspector, he
wanted his team to have fun and wanted to make the experience enjoyable for the unit
administrators. He explained, “When you make it fun for the clerk, don’t stress them out,
you can show them their deficiencies. You don’t have to yell. You don’t have to belittle
them, and they learn more when it wasn’t a negative experience.”
Participant 1 made reference to the theme of customer service four times during
the interview. His mission was customer service oriented, and he made sure his team
understood that they were there to teach and train. The MAAT was stood up to identify
gaps or clear up any misunderstanding between expectations of information that was
required to be submitted to the IPAC. His team was the face or ambassadors of the IPAC
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organization, and the team visited 40-50 units each year. His team sat with the customers
and explained the references and requirements to submit information to the IPAC.
Research Question 4. The fourth research question was, “How do exemplary
military senior leaders perceive the importance of relationship management EI
characteristics to lead change?” Participant 1 made reference to the theme of building
bonds 13 times during the interview. His mission was to establish relationships with the
administrative leadership at each unit the IPAC supported. He stated, “You have to be
able to understand everybody is different, what kind of difference is this person, and how
they may react to different situations.” The unit’s leadership invited his team into their
unit and opened their process and procedures for them to review. Participant 1 noted, “If
you are able to guide them or provide them with different points of view, this will help
you build relationships.” His team would leave the units with a better understanding of
the administrative requirements. They had a point of contact if they had any questions—
someone on the inside who knew the inner workings of the IPAC organization and how
to properly submit items for action. Participant 1 made reference to the theme of
leadership 12 times during the interview. He made sure his team understood how
important relationships are. He explained, “Leading is about building relationships,
collaborating or going through conflict management so you know exactly what the person
means and can better meet their expectations.” Five times during the interview,
Participant 1 made reference to the themes of developing others, communication, and
change catalyst. He encouraged his team to sit down with the administrators and talk to
them. He told them, “Find out what is going on with them, what is their vision, and how
the two of you can meet your goals together.” Most of his career was dedicated to
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developing others and improving command culture, one process or procedure at a time.
He advocated for teamwork, communication, and collaboration to reach common goals.
Finally, the theme of conflict management was referenced two times by Participant 1.
Participant 2. As shown in Table 3, Participant 2 spent 9 years in the IPAC
organization, was a senior leader for 21 years, and retired after 26 years in the U.S.
Marine Corps. At the time of the study, this participant was serving as a federal
employee aboard Camp Pendleton. Participant 2 received the Meritorious Service Award
for outstanding achievement while serving as the outbound branch head in the IPAC at
Camp Pendleton from September 17, 2009, to December 31, 2012. During this period,
Participant 2 was instrumental in planning and execution throughout the consolidation
effort that organized the largest and most technologically advanced personnel
administration center in the U.S. Marine Corps. He effectively held two key IPAC
branch head billets and was responsible for over 250 Marines. After retiring, he was
hired to work in the IPAC as the system integration officer and continued to provide
system support for the organization.
When asked to respond to Interview Question 8, “Rank the EI characteristics (14) in order of importance as it pertains to effective change management leadership,”
Participant 2 placed self-awareness importance first, self-management second,
relationship management third, and social awareness importance fourth. Identifying 16
of the 16 patterns and themes, a summary of Participant 2’s responses that relate to
Research Questions 1-4, prioritized by the frequency referenced, is provided in Table 5.
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Table 5. Participant 2 Frequencies of Themes and Patterns in Responses to Research Questions
Participant 2 Frequencies of Themes and Patterns in Responses to Research Questions
Research question

Pattern or theme

Frequency

1. How do exemplary military
senior leaders perceive the
importance of self-awareness EI
characteristics to lead change?

Self-confidence
Active listening
Emotional awareness
Self-assessment
Subtotal

3
3
2
2
10

2. How do exemplary military
senior leaders perceive the
importance of self-management
EI characteristics to lead
change?

Trust
Self-control
Adaptability
Subtotal

4
4
4
12

3. How do exemplary military
senior leaders perceive the
importance of social awareness
EI characteristics to lead
change?

Empathy
Organizational awareness
Customer service
Subtotal

16
6
4
26

4. How do exemplary military
senior leaders perceive the
importance of relationship
management EI characteristics
to lead change?

Leadership
Building bonds
Developing others
Communication, collaboration, & teamwork
Conflict management
Change catalyst
Subtotal

12
9
7
7
6
5
46

Total

94

Research Question 1. The first research question was, “How do exemplary
military senior leaders perceive the importance of self-awareness EI characteristics to
lead change?” Participant 2 referenced the themes of self-confidence and active listening
three times. Participant 2 “spoke about [his] obtaining a master’s degree and Lean Six
Sigma training providing the self-confidence needed to lead improvement efforts.” He
also expressed his interest in computers starting in the early 1980s. The U.S. Marine
Corps’ personnel pay system provided him with opportunities to get database training,
pulling reports and later building information systems. Participant 2 also attributed his
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strong self-awareness to his active listening skills. He always greeted his Marines in the
morning. If something was off, he would take them out of the office environment and
take them for a “walk and talk” to allow them to get whatever was bothering them off
their chest.
The themes of emotional awareness and self-assessment were also referenced two
times during the interview. Participant 2 knew that as he gained rank and moved up in
the organization, he had to be aware of his emotions. He knew his “emotions feed on to
other people,” and that can be distracting. Even as a drill instructor, he had to assess his
emotions to keep the military training on track.
Research Question 2. The second research question was, “How do exemplary
military senior leaders perceive the importance of self-management EI characteristics to
lead change?” Participant 2 expressed that the themes of trust, self-control, and
adaptability were very important and referenced them four times. Participant 2 had a
deep understanding of how important trust and self-control are to any improvement
working group. He said that he had been “very successful” in holding back his emotions
to make sure the Marines were “treated the same.” He would test the temperature of the
room and adapt to the level of emotions they were putting out. He was careful not to
upset the midlevel leaders if something was out of sorts. He understood the ripple effect
of his losing his temper and overreacting.
Research Question 3. The third research question was, “How do exemplary
military senior leaders perceive the importance of social awareness EI characteristics to
lead change?” Participant 2 had a deep appreciation for empathy, which was referenced
16 times during the interview. Caring for the welfare of his Marines paid dividends. He
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explained that “each individual reacts differently to whatever you tell them,” so knowing
the Marines and understanding where they came from kept the office in balance.
Organizational awareness was referenced six times by Participant 2. He had led several
improvement projects to gain efficiency and improve customer service. As a CPI/LSS
Green Belt facilitator, he would spend an enormous amount of time mapping current
processes and looking for a system’s solution that would better support the organization.
He stated, “We spent a lot of time digging into the data and using statistics to improve
processes.” Participant 2 made reference to the theme of customer service four times
during the interview. Each improvement project was focused on improving wait time and
providing the customer with a better product.
Research Question 4. The fourth research question was, “How do exemplary
military senior leaders perceive the importance of relationship management EI
characteristics to lead change?” Participant 2 made reference to the theme of leadership
12 times during the interview. He was focused on troop welfare and leading
improvement projects. He wanted everyone to be included, and if someone was having a
bad day, he would take that person for a walk to the store down the road and try to draw
information from him or her that would be good for them and ultimately “help the
organization.” Participant 2 made reference to the theme of building bonds nine times
during the interview. He fostered relationships with everyone, somehow working with
people who had emotional challenges and stressors in their lives. The stronger the bond,
the more the Marines wanted to perform at a higher level. Seven times during the
interview, Participant 2 made reference to the themes of developing others and
communication, collaboration, and teamwork. He made time to communicate with his
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Marines on a daily basis. He encouraged teamwork and spent time developing stronger
computer skill sets for all his Marines. Finally, the theme of conflict management was
referenced six times, and change catalyst was referenced five times by Participant 2. All
his improvement events were computer system solutions that the working group team
members designed. He would provide training to help manage the conflict and cut
through the concerns others had about learning a new system.
Participant 3. As shown in Table 3, Participant 3 spent 4 years in the IPAC
organization, was a senior leader for 20 years, and retired after 21 years in the U.S.
Marine Corps. At the time of the study, this participant was serving as a federal
employee at Camp Pendleton. Participant 3 received the Meritorious Service Award for
outstanding achievement while serving as the inbound branch head in the IPAC at Camp
Pendleton from August 2011 to June 2014. During this period, Participant 3
implemented numerous improvements within the IPAC that increased the accuracy
and/or efficiency of internal controls, new join audits, meal card issuing process, and
travel procedures. At the time of the study, Participant 3 worked at Camp Pendleton in
the Manpower department as the military personnel officer.
When asked to respond to Interview Question 8, “Rank the EI characteristics (14) in order of importance as it pertains to effective change management leadership,”
Participant 3 placed self-management importance first, self-awareness second,
relationship management third, and social awareness importance fourth. Identifying 16
of the 16 patterns and themes, a summary of Participant 3’s responses that relate to
Research Questions 1-4, prioritized by the frequency referenced, is provided in Table 6.
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Table 6. Participant 3 Frequencies of Themes and Patterns in Responses to Research Questions
Participant 3 Frequencies of Themes and Patterns in Responses to Research Questions
Research question

Pattern or theme

Frequency

1. How do exemplary military
senior leaders perceive the
importance of self-awareness EI
characteristics to lead change?

Self-assessment
Self-confidence
Emotional awareness
Active listening
Subtotal

16
10
10
2
38

2. How do exemplary military
senior leaders perceive the
importance of self-management
EI characteristics to lead
change?

Self-control
Trust
Adaptability
Subtotal

6
3
3
12

3. How do exemplary military
senior leaders perceive the
importance of social awareness
EI characteristics to lead
change?

Organizational awareness
Empathy
Customer service
Subtotal

9
4
4
17

4. How do exemplary military
senior leaders perceive the
importance of relationship
management EI characteristics
to lead change?

Leadership
Change catalyst
Building bonds
Developing others
Communication, collaboration, & teamwork
Conflict management
Subtotal

8
8
7
4
4
3
34

Total

101

Research Question 1. The first research question was, “How do exemplary
military senior leaders perceive the importance of self-awareness EI characteristics to
lead change?” Participant 3 referenced the theme of self-assessment 16 times.
Throughout the interview, Participant 3 referred to analyzing himself or his behavior.
Admitting to having a very strong personality and being a “very aggressive person,” he
would take the lead. He noted, “I have done things like jumped the gun and didn’t really
research something to its entirety, and things have just not gone really good for me in that
situation.” But he would take the time to ask himself, “What are you doing?” Participant
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3 knew he had to take a step back and conduct some additional research before making a
decision or jumping to a conclusion. His officer training put things into perspective:
“Now I can take pieces and wherever I’m at, and apply that knowledge, experience, or
whatever I’ve learned into that particular project process.” The themes of self-confidence
and emotional awareness were referenced 10 times during the interview. Participant 3
started reading more and obtained a master’s degree in business management and
administration. His military training and education built his self-confidence and made
him more aware of his capabilities. He stated, “I would say before you develop others,
you have to develop yourself, period, before anybody can lead.” The theme of active
listening was also referenced two times during the interview.
Research Question 2. The second research question was, “How do exemplary
military senior leaders perceive the importance of self-management EI characteristics to
lead change?” Participant 3 expressed that the theme of self-control was very important
and referenced it six times. He shared that his martial arts training enriched his ability to
process information in his mind before he would take action. He also spoke about
meditation helping clear his mind and improving his self-discipline. He understood that
self-control needed to occur before he started “yelling or screaming” at someone when
something went wrong. He had to “gain composure; don’t let it go on until it gets so bad
that now the boss is looking at you, going, ‘Hey, what the heck is going on?’” The
themes of trust and adaptability were also referenced three times during the interview.
Participant 3 had to adapt to gain the trust from his Marines, peers, and seniors alike. He
explained, “They have to see what I do and that I am trustworthy, have self-discipline,
motivation, and integrity.”
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Research Question 3. The third research question was, “How do exemplary
military senior leaders perceive the importance of social awareness EI characteristics to
lead change?” Participant 3 had a deep understanding of organizational awareness as it
was referenced nine times during the interview. His organizational awareness started
early at age 17 when he started a café business, and it was even more important when he
became an officer. As the officer in charge, he had mission requirements and needed the
support from other officers and senior enlisted members. He explained how the “human
factor” can affect the mission: “I try not to be too controlling, to avoid that especially
with the senior enlisted members and officers.” The themes of empathy and customer
service were also referenced four times by Participant 3. He spoke mostly about morale
and how important that was to him as a leader. He led improvement projects to increase
customer service and to hopefully keep the morale up in his organization.
Research Question 4. The fourth research question was, “How do exemplary
military senior leaders perceive the importance of relationship management EI
characteristics to lead change?” Participant 3 made reference to the themes of leadership
and change catalyst eight times during the interview. When leading CPI/LSS
improvement projects, he was inclusive and always got his Marines together to
brainstorm and discuss solutions. He advocated for both positive change and looking at
all work as a process. He stated, “I got the officers together, went over the processes, and
broke it down on the board, one right next to each other: ‘Now take a look at what’s
wrong here.’” He would ask questions and allow his Marines to see the variance within
the processes. He would allow them to pick the best business processes to improve the
procedures needing attention. Participant 3 made reference to the theme of building

96

bonds seven times during the interview. Also, getting his Marines together encouraged
them to build a bond with him and each other. He spoke about empowering the
improvement teams and allowing them to come to an agreement on the way ahead. Four
times during the interview, Participant 3 made reference to the themes of developing
others and communication, collaboration, and teamwork. Collaboration and
empowerment were the ways he developed others. Participant 3 would include others on
improvement projects and allow them to collaborate, asking, “What do you think we
should do here?” Finally, the theme of conflict management was referenced three times
by Participant 3.
Participant 4. As shown in Table 3, Participant 4 spent 3 years in the IPAC
organization, was a senior leader for 19 years, and retired after 30 years in the U.S.
Marine Corps. Participant 4 received the Meritorious Service Award for outstanding
achievement while serving as the Command Support Branch head in the IPAC at Camp
Pendleton from June 2013 to April 2015. During this period, Participant 4 streamlined
procedures for the newly created Command Support Branch design and was instrumental
in implementing and improving command support.
When asked to respond to Interview Question 8, “Rank the EI characteristics (14) in order of importance as it pertains to effective change management leadership,”
Participant 4 placed self-awareness importance first, self-management second,
relationship management third, and social awareness importance fourth. Identifying 16
of the 16 patterns and themes, a summary of Participant 4’s responses that relate to
Research Questions 1-4, prioritized by the frequency referenced, is provided in Table 7.
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Table 7. Participant 4 Frequencies of Themes and Patterns in Responses to Research Questions
Participant 4 Frequencies of Themes and Patterns in Responses to Research Questions
Research question

Pattern or theme

Frequency

1. How do exemplary military
senior leaders perceive the
importance of self-awareness EI
characteristics to lead change?

Active listening
Self-confidence
Emotional awareness
Self-assessment
Subtotal

9
3
3
3
18

2. How do exemplary military
senior leaders perceive the
importance of self-management
EI characteristics to lead
change?

Self-control
Trust
Adaptability
Subtotal

7
5
3
15

3. How do exemplary military
senior leaders perceive the
importance of social awareness
EI characteristics to lead
change?

Empathy
Organizational awareness
Customer service
Subtotal

9
3
2
14

4. How do exemplary military
senior leaders perceive the
importance of relationship
management EI characteristics
to lead change?

Leadership
Developing others
Conflict management
Building bonds
Change catalyst
Communication, collaboration, & teamwork
Subtotal

15
7
7
5
4
4
42

Total

89

Research Question 1. The first research question was, “How do exemplary
military senior leaders perceive the importance of self-awareness EI characteristics to
lead change?” Participant 4 referenced the theme of active listening nine times.
Participant 4 advocated that to be considered an active listener, one must actually listen
and take in what is being said. It takes self-awareness to be able to pick up what
someone really wants or needs. For active listening to be effective, the listener must
really listen without allowing him- or herself to be blinded by his or her own opinions.
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The themes of self-confidence and emotional awareness were also referenced
three times during the interview. Participant 4 learned quickly that her emotions could
positively or negatively affect the Marines she worked with in her career. She explained
how when Marines move up in rank, they are required to attend a leadership course.
They observe their own leadership style as well as the styles of others. This awareness
helps them understand what does and does not work when dealing with people. The
training builds self-confidence, and as Marines’ leadership style grows, it enhances their
emotional awareness.
The theme of self-assessment was also referenced three times during the
interview. Participant 4’s examples pertained to when she became an officer. When she
was in charge of other officers, it taught her a lot about herself, her level of self-control,
and her leadership abilities. She shared that her leadership was being tested, and she
quickly found out that flexibility was the key. She explained that regardless of how
flexible an officer thinks he or she is, someone is going to test his or her flexibility.
Research Question 2. The second research question was, “How do exemplary
military senior leaders perceive the importance of self-management EI characteristics to
lead change?” Seven times during the interview, Participant 4 made reference to the
theme of self-control. She explained that leaders cannot allow themselves to act on their
emotions or make emotional decisions. Participant 4 stated that making an emotional
decision would not be in the best interest of the organization or the Marines. She said, “I
cannot be an out-of-control leader and expect the Marines to trust me or keep their
emotions under control.” She had to learn how to control and separate her emotions from
the situation at hand, to be able to think logically before making a decision.
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The theme of trust was also referenced five times during the interview.
Participant 4 emphasized how important trust is and explained that in order to get people
to open up and share how they feel, what they are thinking, or why something is
important, there has to be trust.
The theme of adaptability was also referenced three times during the interview.
Participant 4 spoke about adapting to the military way of life, to her surroundings, and to
the people she worked with. She noted, “You learn to adapt and learn to work with those
you are surrounded by; you do not get to pick and choose.”
Research Question 3. The third research question was, “How do exemplary
military senior leaders perceive the importance of social awareness EI characteristics to
lead change?” Empathy was referenced nine times by Participant 4. She shared that
when dealing with others, leaders have to take everything into consideration. She had to
be able to see things through others’ eyes and their experiences. Participant 4 also
emphasized the importance of keeping one’s own emotions out of the situation and
focusing on the situation. Participant 4 talked about making the best decision for the
organization and the Marines. She advocated for implementing change and doing well
during an inspection. Further, she noted the theme of customer service orientation twice.
All her process improvement efforts were focused on improving processes for her
customers.
Research Question 4. The fourth research question was, “How do exemplary
military senior leaders perceive the importance of relationship management EI
characteristics to lead change?” Participant 4 made reference to the theme of leadership
15 times during the interview. It had been her experience that Marine leaders were taught
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leadership traits and principles that served as a constant guideline upon which to improve.
She felt that those traits and principles were the basics to understanding oneself and
thereby having a better understanding of others. She stated, “Leadership is about making
an impact, teaching, and developing Marines and guiding them on how to resolve the
issues at hand.”
Participant 4 also made reference to developing others and conflict management
seven times during the interview. She explained that in her culture, “Marines are cocky
and confident,” and some get into trouble. When that would happen, she liked to ask
them what happened and what they thought their punishment should be. She indicated
that if developed properly, Marines would not want to disappoint their leaders.
Five times during the interview, Participant 4 made reference to the theme of
building bonds. She spoke about the importance of building teams and having them learn
to get along with others even if that means they have to agree to disagree.
Finally, the themes of change catalyst and communication, collaboration, and
teamwork were referenced four times by Participant 4. She stressed the importance of
not making changes immediately, instead taking the time to observe and to evaluate how
each section was running. She noted, “I sat with each section, and I spoke to the officer
in charge, the senior enlisted, and I also spoke to the clerks separately to find out what
they do and how they do it.” She said learning how to be an active listener helped her
create positive change for the department.
Participant 5. As shown in Table 3, Participant 5 spent 6 years in the IPAC
organization, was a senior leader for 21 years, and retired after 29 years in the U.S.
Marine Corps. At the time of the study, this participant was serving as a federal
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employee at Camp Pendleton. Participant 5 received the Meritorious Civilian Service
Award for his exceptional performance of duty while serving as human resources
supervisor in the IPAC at Camp Pendleton from October 2008 to May 2013. Participant
5 performed his duties in an exemplary and highly professional manner. His tireless
dedication, meticulous attention to detail, and extensive knowledge of CPI/LSS and
personnel administration earned him the reputation as a “duty expert” and a positive
change agent. At the time of the study, Participant 5 worked for Camp Pendleton’s
commanding general as a management analyst.
When asked to respond to Interview Question 8, “Rank the EI characteristics (14) in order of importance as it pertains to effective change management leadership,”
Participant 5 placed self-awareness importance first, social awareness second,
relationship management third, and self-management fourth. Identifying 16 of the 16
patterns and themes, a summary of Participant 5’s responses that relate to Research
Questions 1-4, prioritized by the frequency referenced, is provided in Table 8.
Research Question 1. The first research question was, “How do exemplary
military senior leaders perceive the importance of self-awareness EI characteristics to
lead change?” Participant 5 referenced the theme of self-confidence five times.
Participant 5 mentioned that his education, training, and experiences helped him facilitate
improvement initiatives. He relied on his facilitation training that he received as an LSS
Black Belt. This training helped him deal with some difficult personalities and complex
improvement efforts. He explained that it took confidence to walk into a room filled with
U.S. Marine Corps leaders whom he had never met and facilitate solutions to complex
and sensitive issues.
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Table 8. Participant 5 Frequencies of Themes and Patterns in Responses to Research Questions
Participant 5 Frequencies of Themes and Patterns in Responses to Research Questions
Research question

Pattern or theme

Frequency

1. How do exemplary military
senior leaders perceive the
importance of self-awareness EI
characteristics to lead change?

Self-confidence
Self-assessment
Emotional awareness
Active listening
Subtotal

2. How do exemplary military
senior leaders perceive the
importance of self-management
EI characteristics to lead
change?

Self-control
Trust
Adaptability
Subtotal

3. How do exemplary military
senior leaders perceive the
importance of social awareness
EI characteristics to lead
change?

Organizational awareness
Empathy
Customer service
Subtotal

14
6
5
25

4. How do exemplary military
senior leaders perceive the
importance of relationship
management EI characteristics
to lead change?

Change catalyst
Leadership
Conflict management
Building bonds
Communication, collaboration, & teamwork
Developing others
Subtotal

19
9
6
3
3
2
42

Total

5
2
2
2
11
5
2
2
9

87

The themes of self-assessment, active listening, and emotional awareness were
also referenced two times during the interview. Participant 5 learned that active listening
and emotional awareness can assist a facilitator in being more patient and understanding.
He remembered assessing his patience levels at times, and by doing so, he remained
focused on the task at hand.
Research Question 2. The second research question was, “How do exemplary
military senior leaders perceive the importance of self-management EI characteristics to
lead change?” Five times during the interview, Participant 5 made reference to the theme

103

of self-control. He explained that leaders were required to be in control of themselves.
At times, he had to remind himself to remain focused and under control. He noted, “I just
remain under control, remain professional, used my training, my experience, and
continued to brief and provide the project results.” He said he would literally bite his lip
to keep from expressing how he really felt about someone sabotaging the improvement
group’s efforts.
The themes of trust and adaptability were also referenced two times each during
the interview. Participant 5 emphasized how quickly trust is lost when dealing with an
improvement working group. Hidden agendas and self-serving actions surfaced during a
few of his improvement initiatives. Many of the improvement initiatives were sensitive
and needed to be kept close until the commander made a decision. As a facilitator, he
had to adapt quickly to information being leaked or roadblocks popping up to prevent any
damage these may have caused.
Research Question 3. The third research question was, “How do exemplary
military senior leaders perceive the importance of social awareness EI characteristics to
lead change?” Organizational awareness was referenced 14 times by Participant 5. He
shared that focusing on the organizational mission and paying Marines correctly were the
main objectives to any improvement initiative. He noted, “One of the biggest benefits
was obviously to get the employees paid correctly,” and starting with that can help the
working groups stay focused on what is really important to the customer. Participant 5
had a deep understanding of the organizational manpower staffing level shortfalls and
budget constraints, and he was committed to making that a byproduct of every
improvement effort.
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Furthermore, Participant 5 noted the theme of empathy six times and the theme of
customer service orientation five times. He understood that change affects people
differently and knew there would be conflict. He stated, “Understanding the
temperament of the folks in the room and on the projects was I think very important as a
change management facilitator.” The working group members were process owners and
customers, and some customers were disgruntled and upset at the status quo. All of
Participant 5’s process improvement efforts were focused on improving processes and
improving customer service.
Research Question 4. The fourth research question was, “How do exemplary
military senior leaders perceive the importance of relationship management EI
characteristics to lead change?” Participant 5 was a CPI/LSS Black Belt facilitator and
made reference to the theme of change catalyst 19 times during the interview. He was
hired to facilitate improvement projects/initiatives and lead five large-scale CPI projects.
He talked about the command relations, roadblocks, and resistance that he faced on a
daily basis: “There were a lot of people involved, a lot of commands interest, and a lot of
different folks that had a different idea of what the successful outcome looked like.” As a
facilitator, he had to capture their expectations and turn them into administrative
requirements that could be measured and improved. He alluded to the amount of conflict
he endured and how important it was to mitigate the conflict and to focus on the
improvement effort vice all the negativity.
Participant 5 made reference to the theme of leadership nine times during the
interview. It had been his experience that Marine leaders had to be professional at all
times. He also knew how important building relationships was to change management.
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He noted, “It is important [for] a leader or a change leader to be aware of all those things
to be successful.” He stated several times, “It always comes down to leadership.”
Six times during the interview, Participant 5 made reference to the theme of
conflict management. He spoke about how difficult it was to have someone try to
sabotage an improvement effort. He understood how contentious the improvement
efforts were from the beginning and did his best to mitigate any sabotage once it came to
his attention. He said the most upsetting part of facilitating was dealing with roadblocks
along the way and some sabotaging. Even when it came to light, he had to remain under
control and professional, and he relied on his training and experience to deliver the
project improvement results.
Finally, the themes of building bonds and communication, collaboration, and
teamwork were referenced three times by Participant 5. He stressed the importance of
developing relationships through communication. Having positive interactions to build
the bonds allows everyone to get to know each other. By doing that, they have a better
“understanding that we have one goal: to be better, to change for the better.”
Participant 6. As shown in Table 3, Participant 6 spent 10 years affiliated with
the IPAC organization, was a senior leader for 25 years, and retired after 24 years in the
U.S. Marine Corps. At the time of the study, this participant was serving as a federal
employee at Camp Pendleton. Participant 6 received the Meritorious Service Award for
outstanding achievement while serving as the adjutant of the Headquarters and Support
Battalion on the Marine Corps Installations West-Marine Corps Base at Camp Pendleton
from the Summer of 2006 to the present. Participant 6 was instrumental in planning and
execution throughout the consolidation effort that organized the largest personnel
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administration center in the U.S. Marine Corps. After retiring, he was hired as the
Headquarters and Support Battalion manpower officer and continued to provide
administrative support for the organization.
When asked to respond to Interview Question 8, “Rank the EI characteristics (14) in order of importance as it pertains to effective change management leadership,”
Participant 6 placed self-awareness importance first, relationship management second,
social awareness importance third, and self-management fourth. Identifying 16 of the 16
patterns and themes, a summary of Participant 6’s responses that relate to Research
Questions 1-4, prioritized by the frequency referenced, is provided in Table 9.
Research Question 1. The first research question was, “How do exemplary
military senior leaders perceive the importance of self-awareness EI characteristics to
lead change?” Participant 6 referenced the theme of self-assessment 11 times. This
participant credited his resiliency to his difficult upbringing and being raised by a single
parent from a young age. Once his father passed away, it was up to him to step up and
help raise his siblings while his mother worked two jobs. He recalled making some
mistakes, but he would “learn from those mistakes and just continue on so that we can
maintain ourselves as a family.”
The theme of self-confidence was also referenced nine times during the interview.
Participant 6 explained, “Being the oldest son and I became the guardians of my siblings,
so that’s why I’m drawing back on that because it’s what changed my life and made me
the person I am today.” He was driven to keep his family out of poverty. This boosted
his self-confidence, and he knew that if he did what he was supposed to do and met his
family responsibilities, his family would make do. It took a U.S. Marine Corps career
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Table 9. Participant 6 Frequencies of Themes and Patterns in Responses to Research Questions
Participant 6 Frequencies of Themes and Patterns in Responses to Research Questions
Research question

Pattern or theme

Frequency

1. How do exemplary military
senior leaders perceive the
importance of self-awareness EI
characteristics to lead change?

Self-assessment
Self-confidence
Emotional awareness
Active listening
Subtotal

11
9
5
2
27

2. How do exemplary military
senior leaders perceive the
importance of self-management
EI characteristics to lead
change?

Adaptability
Trust
Self-control
Subtotal

7
3
3
13

3. How do exemplary military
senior leaders perceive the
importance of social awareness
EI characteristics to lead
change?

Organizational awareness
Empathy
Customer service
Subtotal

7
5
5
17

4. How do exemplary military
senior leaders perceive the
importance of relationship
management EI characteristics
to lead change?

Leadership
Communication, collaboration, & teamwork
Change catalyst
Building bonds
Developing others
Conflict management
Subtotal

17
7
5
5
4
4
42

Total

99

change from the infantry to the administrative field for Participant 6 to focus on his
educational and financial goals. He attended the required leadership courses at each
leadership grade and obtained two master’s degrees. He was always supporting his
family even after entering the Marine Corps. These early family and financial
responsibilities, his leadership training, and his education added to his self-confidence.
Participant 6 referenced the theme of emotional awareness five times. He stated,
“As far as the emotional self-awareness, that goes back to when I was like the age of 9
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years old.” After losing his father, he had to mature quickly and take a leadership role in
his family. In addition, the theme of active listening was referenced two times.
Research Question 2. The second research question was, “How do exemplary
military senior leaders perceive the importance of self-management EI characteristics to
lead change?” Seven times during the interview, Participant 6 made reference to the
theme of adaptability. He not only adapted to his family situation but also showed his
adaptability in the U.S. Marine Corps. He made a “lateral move” after his first enlistment
and changing his occupation, proving himself as a dedicated administrator, a career path
that set him up for additional responsibility and new challenges. After adapting to the
administrative field so well, he was selected to become a personnel officer.
The themes of trust and self-control were also referenced three times during the
interview. As a Marine leader, Participant 6 knew he had to earn trust by completing
assignments and taking care of Marines’ administrative needs. He also assessed that it
would take self-control for him to obtain his goal, and he was willing to do “whatever it
takes.” He wanted billets with increased responsibility. He “wanted to be in charge of
something, and over the course of time, I did gain the trust and exceeded the
expectations. Lo and behold, I would be given another assignment.”
Research Question 3. The third research question was, “How do exemplary
military senior leaders perceive the importance of social awareness EI characteristics to
lead change?” Participant 6 made reference to the theme of organizational awareness
seven times. As a newly appointed personnel officer, the participant remembered being
assigned tasks outside his nominal duties. His command was faced with moving their
headquarters to a new base, and he was selected to take lead and find the proper building
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that could support his organization. The commanding officer directed him to report to
Miramar, the new duty station, and locate a building. He found a building for
“consideration, the future headquarters squadron.” He was also assigned collateral duties
and entrusted to be the executive, legal, and training officer until the rest of his unit
arrived.
Furthermore, Participant 6 noted the themes of empathy and customer service five
times. He recalled encountering a person’s empathy toward others and how it could
“affect not just that person but also a group of people surrounding that person.” He led
his Marines to think about the newly joined Marines, some of whom were married and
needed assistance to relocate their families. By encouraging his administrators to do
better for these Marines and their families, he ensured that these new Marines would “be
happy with the U.S. Marine Corps,” and this would make them better performers.
Research Question 4. The fourth research question was, “How do exemplary
military senior leaders perceive the importance of relationship management EI
characteristics to lead change?” Participant 6 made reference to the theme of leadership
17 times during the interview. Filling a leadership role in his family came at a very
young age for this participant. He adapted his leadership style to be more customer
focused and enjoyed the command culture within the aviation community. Migrating
from a senior enlisted rank to warrant officer, he was exposed to many different types of
high-achieving leaders. The officer training inspired him to want to emulate their
leadership style. The instructors were “just strictly straight professional.” When
Participant 6 graduated, he “absorbed some of the leadership’s skill sets that [were]
learned from that school.”
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Participant 6 made reference to the theme of communication, collaboration, and
teamwork seven times during the interview. As a battalion adjutant and manpower
officer, he communicated all day, either in person or in written form. He noted that
collaboration and working closely with the other department heads within the battalion
was key to working as a team. Five times during the interview, Participant 6 made
reference to the themes of change catalyst and building bonds. This participant was
impacted to change management requirements during the organizational move to
Miramar and training in total quality leadership (TQL). He believed in looking at
processes at the “15,000-foot level,” with a holistic approach to process improvement.
He was a driving force during the IPAC consolidation initiative, taking on additional
responsibilities and people to properly manage administrative and legal procedures.
Finally, the themes of developing others and conflict management were referenced four
times by Participant 6. He stated that assuming a leadership role in one’s family or
within an organization can create conflict, but if handled properly, it can serve as a model
to help develop others.
Participant 7. As shown in Table 3, Participant 7 spent 6 years with the IPAC
organization as the deputy director, director, and company commander; he was a senior
leader for 21 years, and he retired after 30 years in the U.S. Marine Corps. Participant 7
received the Meritorious Service Award for outstanding achievement while serving as the
director and company commander of the Headquarters and Support Battalion for the
Alpha Company at Camp Pendleton from June 2005 to August 2007 and from November
2007 through June 2011. Participant 7 was instrumental in planning and execution
throughout the personnel administrative consolidation effort that organized and staffed

111

Alpha Company and the largest and most technologically advanced personnel
administration center in the U.S. Marine Corps.
When asked to respond to Interview Question 8, “Rank the EI characteristics (14) in order of importance as it pertains to effective change management leadership,”
Participant 7 placed relationship management importance first, self-awareness second,
social awareness third, and self-management fourth. Identifying 16 of the 16 patterns and
themes, a summary of Participant 7’s responses that relate to Research Questions 1-4,
prioritized by the frequency referenced, is provided in Table 10.
Table 10. Participant 7 Frequencies of Themes and Patterns in Responses to Research Questions
Participant 7 Frequencies of Themes and Patterns in Responses to Research Questions
Research question

Pattern or theme

Frequency

1. How do exemplary military
senior leaders perceive the
importance of self-awareness EI
characteristics to lead change?

Emotional awareness
Self-assessment
Self-confidence
Active listening
Subtotal

2. How do exemplary military
senior leaders perceive the
importance of self-management
EI characteristics to lead
change?

Self-control
Adaptability
Trust
Subtotal

3. How do exemplary military
senior leaders perceive the
importance of social awareness
EI characteristics to lead
change?

Organizational awareness
Empathy
Customer service
Subtotal

9
5
4
18

4. How do exemplary military
senior leaders perceive the
importance of relationship
management EI characteristics
to lead change?

Leadership
Change catalyst
Building bonds
Communication, collaboration, & teamwork
Conflict management
Developing others
Subtotal

14
13
7
5
5
3
47

Total

10
8
4
2
24
3
2
2
7

96
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Research Question 1. The first research question was, “How do exemplary
military senior leaders perceive the importance of self-awareness EI characteristics to
lead change?” Participant 7 referenced the theme of emotional awareness 10 times. He
attributed his success and professional makeup to his strong upbringing, sports, and the
lessons taught by the U.S. Marine Corps. He recalled his professional interactions with
his recruiter and drill instructors from boot camp. Those role models were professional
and expected to be treated with respect. Participant 7 noted, “From the very beginning of
interacting with the recruiter and how they expected you to act prepared people to get
ready to join the U.S. Marine Corps.”
The theme of self-assessment was also referenced eight times during the
interview. Participant 7 initially joined the Marines Corps to save money for college, and
after his first enlistment, he assessed his options and realized, “I can do this; I’m pretty
good at this.” He decided to make the U.S. Marine Corps a career. He stated, “It made
me so aware that I could do or go anywhere and become successful, I think that’s what I
did.” Participant 7 referenced the theme of self-confidence four times during the
interview, and he credited his training, experiences, and education that helped build his
confidence. He obtained a master’s degree and received some of the finest “leadership
training” at the Officer’s Basic Course. The theme of active listening was referenced two
times during the interview.
Research Question 2. The second research question was, “How do exemplary
military senior leaders perceive the importance of self-management EI characteristics to
lead change?” Three times during the interview, Participant 7 made reference to the
theme of self-control. He said, “The best way to talk about that is that you have to be

113

able to control your emotions.” By controlling one’s emotions, one is more likely to
understand both sides. Participant 7 explained, “No matter if someone’s either not on
your side or on your side, . . . they will go on supporting me if I remain calm.” The
themes of trust and adaptability were also referenced two times during the interview.
Participant 7 helped people in his unit trust and adapt to new processes and technology.
He noted, “They don’t want to trust technology because they’re not good at using
technology.”
Research Question 3. The third research question was, “How do exemplary
military senior leaders perceive the importance of social awareness EI characteristics to
lead change?” Organizational awareness was referenced nine times by Participant 7. As
an LSS Black Belt, his job was to make sure improvement projects were aligned to
organizational objectives. Most of the improvement projects that he was affiliated with
not only aligned with his organization but also aligned with the strategic objectives of the
administrative field. He advocated for positive change and innovation, and he would ask
his Marines, “How can we be innovative? How do we use initiative to get improvements
and to change the way we do business?”
Participant 7 noted the theme of empathy five times in the interview while talking
about empowering his Marines and making sure they take better care of their customers.
The customer service orientation theme was mentioned five times and the customer
service theme four times. The participant’s message, as the senior leader, was that his
organization was “customer service focused and team oriented,” meaning his
organization was customer based and required to be “focused on what their [customers’]
needs and wants are because that’s who we’re there to serve.”
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Research Question 4. The fourth research question was, “How do exemplary
military senior leaders perceive the importance of relationship management EI
characteristics to lead change?” Participant 7 made reference to the theme of leadership
14 times during the interview. Throughout his U.S. Marine Corps career, he was blessed
to have amazing leaders and mentors. He stated, “With the leadership I had, the training
that I had taught me to become self-aware in lot of ways. That’s what helped me grow
into the person I am and into the leader that I am.” As an administrator leader, he
advocated for his administrators to be “customer focused and team orientated.” It was
important to him to get “everyone on board and to prove to everyone that we could
actually make it happen.” To achieve that, Participant 7 said the leaders needed to “take
care of the personnel that we have underneath us and exercise self-control and
adaptability” to unleash “initiative and innovation” within this organization. Being
customer focused meant soliciting feedback and adjusting to the feedback his
organization received from commanders and customers. He knew it was “important to
hear everybody’s ideas and what everybody’s issues are, [and] bring solutions to the table
to fix issues.”
Participant 7 was a CPI/LSS Black Belt facilitator and made reference to the
theme of change catalyst 13 times during the interview. One of the things he was most
excited about was a change that he had seen in the last 10 years. He had witnessed a
changing U.S. Marine Corps, and it was becoming innovative and collaborative.
Participant 7 said he enjoyed facilitating change management projects, getting people to
be part of a team, and having a better understanding of the process and how to improve it
to provide better customer service. His award stated his projects were very successful
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and saved the organization millions of dollars in labor hours. Participant 7 noted,
“You’re trying to do it, to improve your organization.” He said the U.S. Marine Corps
was “doing change management. The bottom line is the social awareness piece; this goes
a long way in making sure that a change management initiative is acceptable.”
During the interview, Participant 7 made reference to the theme of building bonds
seven times. He said “making connections and building bonds” was important to him as
the director and company commander “because it allows me to understand where other
people come from as well.” He was an avid softball player and competitive golfer, and
he said both of these sports allow the players to build strong bonds. Project facilitation
also helps make connections and empowers each member on the team. Finally, the
themes of communication, collaboration, and teamwork and conflict management were
referenced five times by Participant 7. A big part of relationship management is
communication. The participant emphasized that the key is “handling communicating
within that team, professional, and understanding everyone has their own opinion.”
Finally, the theme of developing others appeared three times during the interview. In
Participant 7’s opinion, a product of leadership is “taking time to develop others.”
Participant 8. As shown in Table 3, Participant 8 spent 4 years in the IPAC
organization, was a senior leader for 20 years, and retired after 28 years in the U.S.
Marine Corps. Participant 8 received the Meritorious Service Award for outstanding
achievement while serving as the Customer Service Branch head of the IPAC at Camp
Pendleton from July 2011 to July 2014. Participant 8’s commitment to excellence laid
the foundation for the harmonious relationship that the IPAC enjoyed with all units
assigned to the I Marine Expeditionary Force and School of Infantry. After retiring, he
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was hired as the director of the Navy and Marine Corps Relief Society at Camp
Pendleton.
When asked to respond to Interview Question 8, “Rank the EI characteristics (14) in order of importance as it pertains to effective change management leadership,”
Participant 8 placed self-awareness importance first, relationship management second,
self-management third, and social awareness importance fourth. Identifying 16 of the 16
patterns and themes, a summary of Participant 8’s responses that relate to Research
Questions 1-4, prioritized by the frequency referenced, is provided in Table 11.
Table 11. Participant 8 Frequencies of Themes and Patterns in Responses to Research Questions
Participant 8 Frequencies of Themes and Patterns in Responses to Research Questions
Research question

Pattern or theme

Frequency

1. How do exemplary military
senior leaders perceive the
importance of self-awareness EI
characteristics to lead change?

Self-assessment
Emotional awareness
Self-confidence
Active listening
Subtotal

2. How do exemplary military
senior leaders perceive the
importance of self-management
EI characteristics to lead
change?

Trust
Self-control
Adaptability
Subtotal

3. How do exemplary military
senior leaders perceive the
importance of social awareness
EI characteristics to lead
change?

Organizational awareness
Empathy
Customer service
Subtotal

8
7
3
18

4. How do exemplary military
senior leaders perceive the
importance of relationship
management EI characteristics
to lead change?

Leadership
Building bonds
Change catalyst
Communication, collaboration & teamwork
Conflict management
Developing others
Subtotal

12
12
8
7
5
5
49

Total

5
4
3
3
15
4
3
2
9

91
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Research Question 1. The first research question was, “How do exemplary
military senior leaders perceive the importance of self-awareness EI characteristics to
lead change?” Participant 8 referenced the theme of self-assessment five times.
Participant 8 provided background and self-assessment examples pertaining to his
successful career during the interview. He credited most of his success to a combination
of his upbringing and leadership experiences in the U.S. Marine Corps. The theme of
emotional awareness was also referenced four times during the interview. As an
effective change management leader, Participant 8 believed “one must have a deep
understanding of oneself, particularly emotional awareness.” He stressed the importance
of recognizing “your own strengths and weaknesses, to be responsible for it and
recognize it to work on improving yourself.” He encouraged his Marines to embrace
their assessment and look for opportunities for self-improvement. He stated, “You need
to get to know yourself before you can learn or seek to know others or expect to know
other people.” Participant 8 credited his training, experiences, and education that helped
build his confidence. He obtained a master’s degree and received some of the finest
“leadership training” as both an enlisted Marine and at the Officer’s Basic Course. He
explained that there are leadership schools that “also teach you general leadership and
personal skills.” The theme of active listening was referenced three times during the
interview. Participant 8 noted, “Well, I think it’s very important to listen to people’s
voice and inflection. I think it’s also important to pay attention to body language.”
Research Question 2. The second research question was, “How do exemplary
military senior leaders perceive the importance of self-management EI characteristics to
lead change?” Four times during the interview, Participant 8 made reference to the theme
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of trust. One of his consolidation improvement projects that he worked on was
integrating the School of Infantry pay and personnel administration processes into the
IPAC. He understood how important it was to build trust with the improvement team,
fellow administrators, and command leaders. He also expressed how important it was
when he left the IPAC to work with the most senior command element on the base. He
worked hard to build trust and keep his solid reputation of being a positive change agent
and professional administrator.
The theme of self-control was also referenced three times during the interview.
Participant 8 alluded to needing self-control very early in his life, when his parents
divorced. He needed to remain calm for his little brother; he had to focus on any positive
change during that difficult time. Professionally, he remembered using constraint when
reacting to organizational issues. He noted, “Sometimes it’s better to just hold on to that
maybe a draft, an e-mail; maybe wait until you’re not feeling as emotional about it and
you can think a little more logically, more clearly.” The theme of adaptability was also
referenced two times during the interview.
Research Question 3. The third research question was, “How do exemplary
military senior leaders perceive the importance of social awareness EI characteristics to
lead change?” Participant 8 mentioned organizational awareness eight times. As a
senior chief warrant officer, his job was to make sure improvement projects were aligned
to organizational objectives. Most of the improvement projects that he was affiliated
with not only aligned with his organization but also aligned with the strategic objectives
of the administrative field. He advocated for positive change and innovation, and he
embraced the consolidation initiative, stating, “Most of the civilian organizations were
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consolidating human resources like functions.” He advocated and adapted that
philosophy and decided to consolidate the U.S. Marine Corps’ personnel and pay
functions.
Participant 8 noted the theme of empathy seven times. He commented about how
important it is to learn to read other people: “Whether it’s like a set of facial expressions
or body language. They can be a little hesitant or shy, and sometimes you know you’re
not quite 100%.” Participant 8 also referenced the theme of customer service orientation
three times. He was very passionate about providing the highest level of customer
service, especially during the integration phase of the IPAC project.
Research Question 4. The fourth research question was, “How do exemplary
military senior leaders perceive the importance of relationship management EI
characteristics to lead change?” Participant 8 made reference to the theme of leadership
12 times during the interview. He mentioned the different leadership academies he
attended, noting, “In the academy, you learn to stand in front of your peers and lead them
in physical exercises and give presentations so you can be comfortable speaking in front
of others.” Participant 8 made reference to the theme of building bonds 12 times during
the interview. He shared a story about building a bond with his last boss and how he
gained his trust. He said he encouraged his Marines to work out personality conflicts and
learn to work together as a team. He explained, “I try to teach others about tolerance and
acceptance, and I think it’s one of the greatest things we can learn about relationships.”
Eight times during the interview, Participant 8 made reference to the theme of
change catalyst. He had facilitated projects that were critical to the strategic planning
and execution of the personnel administration consolidation effort. He also worked on
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projects that had the highest return on investment and labor savings. Furthermore, he
mentioned the theme of communication, collaboration, and teamwork seven times.
Participant 8 focused on both verbal and nonverbal communication, peer and
improvement-level collaboration, and teamwork both at work and in playing sports.
Finally, the themes of conflict management and developing others were referenced five
times by Participant 8. The level of conflict management he witnessed with his
improvement and consolidation project was significant and impactful. He used all his
facilitation skills to navigate through barriers and political opposition. He worked
diligently “getting everyone convinced that integration was the right thing to do and to
get the right people in place to make it a smooth transition.”
Participant 9. As shown in Table 3, Participant 9 spent 4 years in the IPAC
organization, was a senior leader for 22 years, and retired after 26 years in the U.S.
Marine Corps. At the time of the study, this participant was serving as a federal
employee at Camp Pendleton. Participant 9 received the Meritorious Service Award for
outstanding achievement while serving as the IPAC’s information technology officer at
Camp Pendleton from Summer 2006 to the present. Participant 9 masterfully
implemented the IPAC’s information technology strategic vision to support the
consolidation initiative. After retiring, he was hired as a manpower officer and continued
to provide administrative support for the organization.
When asked to respond to Interview Question 8, “Rank the EI characteristics (14) in order of importance as it pertains to effective change management leadership,”
Participant 9 placed self-awareness importance first, self-management second,
relationship management third, and social awareness fourth. Identifying 15 of the 16
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patterns and themes, a summary of Participant 9’s responses that relate to Research
Questions 1-4, prioritized by the frequency referenced, is provided in Table 12.
Table 12. Participant 9 Frequencies of Themes and Patterns in Responses to Research Questions
Participant 9 Frequencies of Themes and Patterns in Responses to Research Questions
Research question

Pattern or theme

Frequency

1. How do exemplary military
senior leaders perceive the
importance of self-awareness EI
characteristics to lead change?

Self-assessment
Self-confidence
Emotional awareness
Active listening
Subtotal

6
5
4
0
15

2. How do exemplary military
senior leaders perceive the
importance of self-management
EI characteristics to lead
change?

Adaptability
Trust
Self-control
Subtotal

5
4
4
13

3. How do exemplary military
senior leaders perceive the
importance of social awareness
EI characteristics to lead
change?

Organizational awareness
Empathy
Customer service
Subtotal

6
5
2
13

4. How do exemplary military
senior leaders perceive the
importance of relationship
management EI characteristics
to lead change?

Leadership
Building bonds
Change catalyst
Communication, collaboration, & teamwork
Developing others
Conflict management
Subtotal

11
8
6
4
4
2
35

Total

76

Research Question 1. The first research question was, “How do exemplary
military senior leaders perceive the importance of self-awareness EI characteristics to
lead change?” Participant 9 referenced the theme of self-assessment six times. He
credited his resilience to his challenging upbringing and being raised by a single parent
from a young age. At the age of 10, it was up to him to step up and help raise his
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siblings. Reflecting back, he could not imagine his daughter at the age of 10 “taking care
of four other siblings.” Part of his character and reputation was that he was known as
“the guy” that everyone could count on, and he was very responsible for his age. He also
remembered standing up for other people who could not stand up for themselves.
The theme of self-confidence was also referenced five times during the interview.
Although his parent did not support education, Participant 9 graduated high school and
went to college. During his college years, he decided to join the U.S. Marine Corps. He
credited his self-confidence to all the U.S. Marine Corps leadership courses he attended,
his education, sports (weightlifting), and the leadership billets that provided him with the
experience to lead some amazing people. He stated, “To me, that was a big
responsibility; I felt like a true leader of Marines.” The theme of emotional awareness
was also referenced four times during the interview. Participant 9 made the U.S. Marine
Corps his main focus, asking a multitude of questions and learning his craft. He left
college at age 21 for more excitement, which was what the U.S. Marine Corps provided.
Research Question 2. The second research question was, “How do exemplary
military senior leaders perceive the importance of self-management EI characteristics to
lead change?” Five times during the interview, Participant 9 made reference to the theme
of adaptability. He learned to adapt from a young age, supporting his family, adjusting to
a military way of life, learning his profession, and later studying computer systems. The
themes of trust and self-control were also referenced four times during the interview.
Participant 9 was entrusted to be in several key leadership billets and was also a trusted
family man. As a leader, he learned to inquire about both sides of the story; he said it
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took self-control not to pick a side and that staying impartial gave his Marines another
reason to trust him as their leader.
Research Question 3. The third research question was, “How do exemplary
military senior leaders perceive the importance of social awareness EI characteristics to
lead change?” Organizational awareness was referenced 11 times by Participant 9. He
was always interested in learning new things and found his niche in computer systems.
He quickly learned the U.S. Marine Corps’ pay and personnel system and customer
service ticketing system, and he branched out to information systems. Participant 9 was
handpicked to become a system analyst and to head up the first information technology
section within the IPAC. Furthermore, he noted the theme of empathy five times during
the interview. Participant 9 always wanted to understand the people he was working
with, always showing a personal interest. The theme of customer service orientation was
referenced two times.
Research Question 4. The fourth research question was, “How do exemplary
military senior leaders perceive the importance of relationship management EI
characteristics to lead change?” Participant 9 made reference to the theme of leadership
11 times during the interview. He took a leadership role growing up as the oldest child,
protecting and caring for his brother and sisters. His leadership responsibilities continued
when he was made a noncommissioned officer and a few years later a warrant officer.
Becoming a chief warrant officer meant he was considered a “subject-matter expert, the
one they came to for answers.” Participant 9 made reference to the theme of building
bonds eight times during the interview. He spoke about how important trust was when
building bonds with his family or his Marines.
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Six times during the interview, Participant 9 made reference to the theme of
change catalyst. Being adaptable at such a young age provided him with the confidence
to accept change. Participant 9 never hesitated to take on something new or to learn a
new system. The IPAC initiative provided that opportunity to him, and he accepted the
new position as the system integrating officer. He and his Marines “started working on
this new collaborative system called SharePoint.” His section started making web-based
applications that would support the entire IPAC and units aboard the base. Participant 9
made reference to the themes of communication, collaboration, and teamwork and
developing others four times during the interview. He developed his Marines into
systems experts, and the collaborated site connected unit leaders with the information
needed to better support the Marines. Finally, the theme of conflict management was
referenced two times by Participant 9.
Participant 10. As shown in Table 3, Participant 10 spent 15 years affiliated with
the IPAC organization, was a senior leader for 22 years, and retired after 24 years in the
U.S. Marine Corps. At the time of the study, this participant was serving as a federal
employee at Camp Pendleton. Participant 10 received the Meritorious Service Award for
outstanding achievement while serving in the billet of deputy director of the Inbound
Branch in the IPAC at Camp Pendleton from Summer 2006 to the present. Participant 10
masterfully implemented the IPAC’s Inbound Center processes with a customer service
approach. As a direct result of his leadership, the Inbound Center became a key
component in the improvements to the Timeliness Management Report for newly joined
Marines. After retiring, he was hired as a manpower officer for the Amphibious Assault
School Battalion and continued to provide administrative support for that organization.
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When asked to respond to Interview Question 8, “Rank the EI characteristics (14) in order of importance as it pertains to effective change management leadership,”
Participant 10 placed relationship management first, self-management second, social
awareness third, and self-awareness fourth. Identifying 16 of the 16 patterns and themes,
a summary of Participant 10’s responses that relate to Research Questions 1-4, prioritized
by the frequency referenced, is provided in Table 13.
Table 13. Participant 10 Frequencies of Themes and Patterns in Responses to Research Questions
Participant 10 Frequencies of Themes and Patterns in Responses to Research Questions
Research question

Pattern or theme

Frequency

1. How do exemplary military
senior leaders perceive the
importance of self-awareness EI
characteristics to lead change?

Self-confidence
Emotional awareness
Self-assessment
Active listening
Subtotal

7
5
4
3
19

2. How do exemplary military
senior leaders perceive the
importance of self-management
EI characteristics to lead
change?

Adaptability
Trust
Self-control
Subtotal

7
5
4
16

3. How do exemplary military
senior leaders perceive the
importance of social awareness
EI characteristics to lead
change?

Organizational awareness
Empathy
Customer service
Subtotal

10
4
4
18

4. How do exemplary military
senior leaders perceive the
importance of relationship
management EI characteristics
to lead change?

Leadership
Building bonds
Communication, collaboration & teamwork
Change catalyst
Developing others
Conflict management
Subtotal

11
10
8
5
4
4
42

Total

95
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Research Question 1. The first research question was, “How do exemplary
military senior leaders perceive the importance of self-awareness EI characteristics to
lead change?” Participant 10 referenced the theme of self-confidence seven times.
Participant 10 credited his self-confidence to his upbringing, sports, education, religion,
and his leadership experience. It started when he was a “kid, and sports has been a big
part of my life.” He played multiple sports that kept him busy and focused. He played
football, basketball, and track and field. The theme of emotional awareness was also
referenced five times during the interview. Participant 10 looked for opportunities to get
additional military training at the leadership academies and officer training. He also was
approved to attend off-duty education and obtained a master’s degree in education with
an emphasis in instruction. He prided himself on being a subject-matter expert in the
administrative field and would pass higher headquarters inspections. He stated, “I think
confidence from knowing your job and being able to be successful at your job and honing
your craft daily is important.”
The theme of self-assessment was also referenced four times during the interview.
One season, Participant 10 broke his leg playing football, and he quickly realized that
although sports were important, he needed to focus more on education. He noted that he
“went from a C student to a straight A and B student [his] junior year.” He had to
balance out his life, and he started doing his homework and getting better grades. His
coach saw promise in him both as an athlete and a student and wanted him to go to
college after high school. The theme of active listening was also referenced three times
during the interview.
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Research Question 2. The second research question was, “How do exemplary
military senior leaders perceive the importance of self-management EI characteristics to
lead change?” Seven times during the interview, Participant 10 made reference to the
theme of adaptability. He spoke highly of some of his leaders and mentors: “I have been
around some great leaders; some not so good, but some really good leaders. They
actually believed in God, country, Corps, and mission accomplishment.” He also
explained how different each U.S. Marine Corps unit was and some of the dynamic
personalities he encountered. He was able to adapt to each situation and manage his
expectations at each unit.
The theme of trust was also referenced five times during the interview.
Participant 10’s seniors trusted him with the welfare, training, and administration mission
to lead hundreds of Marines within the personnel shops. He explained the way he lived
his life: “It is to balance my control and my trust in people.” The theme of self-control
was also referenced five times during the interview. Participant 10 noted, “No matter
where I’m at, I found a home church because I had to have a spiritual balance to help
control my emotions at work and at home.”
Research Question 3. The third research question was, “How do exemplary
military senior leaders perceive the importance of social awareness EI characteristics to
lead change?” Participant 10 referenced the theme of organizational awareness 10 times.
He accepted the consolidation initiative as a challenge and knew the economy of scale
was going to grow 200-fold. He understood the magnitude and size of the effort, and he
prepared his small shop of 20 Marines and found room for an additional 400-plus
administrators. Furthermore, he noted the theme of empathy six times. Participant 10
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wanted to keep his Marines informed and prepare them for the consolidation initiative.
He did not want them to be surprised, talked to them every day, and established a
personal relationship with them. He stated, “When you come in, and they see a smile on
my Marines’ face first thing—‘Hey, good morning.’ I ask them how your weekend was.”
He understood the change his office would go through during a large consolidation
initiative and did what he could to calm the Marines’ nerves. Participant 10 referenced
the theme of customer service orientation four times in the interview. Before the
consolidation initiative, his personnel shop was small but intimate enough to have
“fantastic customer service.” He advocated for the IPAC to be customer service oriented.
Research Question 4. The fourth research question was, “How do exemplary
military senior leaders perceive the importance of relationship management EI
characteristics to lead change?” Participant 10 made reference to the theme of leadership
11 times during the interview. He talked about teaching his Marines their administrative
craft and showing them how to prepare for inspections. He said leading Marines is a
privilege, and it is imperative to have “confidence and trust in your Marines and being
able to motivate them to want to not only work for a unit but to work for you.”
Participant 10 made reference to the theme of building bonds 10 times during the
interview. Building bonds with his Marines was one of the first things he did once he
arrived at a new unit. He noted that just talking to them and getting to know them on a
personal level was the key.
Eight times during the interview, Participant 10 made reference to the theme of
communication, collaboration, and teamwork. As an officer, he accepted leadership
positions that required communication and collaboration. He also had a team concept for
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his Marines. He challenged them to be team players and to work as a team. The theme
of change catalyst was also referenced five times during the interview. Participant 10
accepted change head-on; the consolidation initiative was going to affect everyone in his
shop, and it was going to increase his responsibilities. He talked about the increased
workload, shared space, and desire to get buy-in from his shop. He explained that IPAC
is the “future” and said that administrative leaders would help commanders embrace it
and that his Marines would handle the workload to accomplish the mission. Finally, the
themes of developing others and conflict management were referenced four times by
Participant 10.
Participant 11. As shown in Table 3, Participant 11 spent 10 years in the IPAC
organization, was a senior leader for 23 years, and retired after 30 years in the U.S.
Marine Corps. At the time of the study, this participant was serving as a federal
employee at Camp Pendleton. Participant 11 received the Meritorious Service Award for
outstanding achievement while serving as the IPAC’s director at Camp Pendleton from
Summer 2005 to the present. Participant 11, through his diligence and dedicated efforts,
had a lasting impact on the administrative field. Because of his leadership and
contributions, the reputation and productivity of the IPAC had been greatly enhanced.
After retiring, he was hired as the IPAC deputy director and continued to provide
personnel administrative support.
When asked to respond to Interview Question 8, “Rank the EI characteristics (14) in order of importance as it pertains to effective change management leadership,”
Participant 11 placed self-management importance first, self-awareness second,
relationship management third, and social awareness fourth. Identifying 16 of the 16
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patterns and themes, a summary of Participant 11’s responses that relate to Research
Questions 1-4, prioritized by the frequency referenced, is provided in Table 14.
Table 14. Participant 11 Frequencies of Themes and Patterns in Responses to Research Questions
Participant 11 Frequencies of Themes and Patterns in Responses to Research Questions
Research question

Pattern or theme

Frequency

1. How do exemplary military
senior leaders perceive the
importance of self-awareness EI
characteristics to lead change?

Self-assessment
Emotional awareness
Self-confidence
Active listening
Subtotal

9
5
4
3
21

2. How do exemplary military
senior leaders perceive the
importance of self-management
EI characteristics to lead
change?

Trust
Adaptability
Self-control
Subtotal

5
3
3
11

3. How do exemplary military
senior leaders perceive the
importance of social awareness
EI characteristics to lead
change?

Organizational awareness
Customer service
Empathy
Subtotal

11
5
3
19

4. How do exemplary military
senior leaders perceive the
importance of relationship
management EI characteristics
to lead change?

Leadership
Communication, collaboration, & teamwork
Building bonds
Developing others
Conflict management
Change catalyst
Subtotal

14
10
7
6
5
4
46

Total

97

Research Question 1. The first research question was, “How do exemplary
military senior leaders perceive the importance of self-awareness EI characteristics to
lead change?” Participant 11 referenced the theme of self-assessment nine times.
Participant 11 credited his self-confidence to his upbringing, sports, education, and his
leadership experience. After high school, he joined the U.S. Marines Corps. He obtained
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a bachelor’s degree and earned a master’s degree in management from the University of
Redlands. He was raised by a single parent, and his mother worked hard to support the
family. She displayed self-confidence every day by raising three boys by herself.
The theme of emotional awareness was also referenced five times during the
interview. Participant 11 was aware of his mother’s expectations: “It probably started
when I was in high school, where my mother had a big expectation of achievement, doing
well at anything that you attempted to do.” The theme of self-confidence appeared four
times during the interview. Participant 11 noted,
Most of our people leave home at 18 years of age, and the U.S. Marine Corps
boot camp instills a certain level of self-confidence in every Marine. So, taking in
all that education and additional leadership training, you start developing skills
with the different experiences, and that helps build self-confidence to excel in
what you are actually doing.
The theme of active listening appeared three times during the interview.
Research Question 2. The second research question was, “How do exemplary
military senior leaders perceive the importance of self-management EI characteristics to
lead change?” Five times during the interview, Participant 11 made reference to the
theme of trust. Understanding how important self-management is, he said, “You have to
maintain a certain level of self-control and develop their trustworthiness.” The themes of
adaptability and self-control were also referenced three times during the interview.
Participant 11 said being flexible and under control helps when leading Marines: “You
have to know what you are doing, be adaptable and understanding to the dynamics of the
Marines in the IPAC.”
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Research Question 3. The third research question was, “How do exemplary
military senior leaders perceive the importance of social awareness EI characteristics to
lead change?” Organizational awareness was referenced 11 times by Participant 11. He
began with a powerful organizational leadership statement: “I kept the needs of the
organization over mine, because that’s our primary mission.” He spoke about the goal of
the IPAC organization: “As a leader, you have to make sure that everybody understood
the mission and nobody never forgets the needs of the customer.” The theme of customer
service was referenced five times. Participant 11 explained that customer service is part
of the IPAC mission statement: “It’s all about the customer, making sure the customer
needs are met so that this began in my early years in the U.S. Marine Corps.”
Furthermore, Participant 11 noted the theme of empathy three times. At one point
he said, “All of us develop an empathy for the Marines who are not being paid. If the
members’ pay is incorrect, that means the family members are not being paid.” Another
time he said, “They need to see how we help Marines and how we see Marines’ problems
as our problems.” He went on to say, “As a leader, you have to make sure that everybody
understood the mission and never forgets the needs of the customer.”
Research Question 4. The fourth research question was, “How do exemplary
military senior leaders perceive the importance of relationship management EI
characteristics to lead change?” Participant 11 made reference to the theme of leadership
14 times during the interview. He had a deep understanding of how effective leaders are
required to be seen as role models. He said, “A hundred people are watching you every
single day to make sure you’re setting the example for everybody and understanding their
needs and wishes as well.” Directors are entrusted to lead other officers and a large staff,
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and Participant 11 explained, “They have huge expectations of you leading and what
you’re producing, and you do want to excel at something to be successful.” He
understood that perception may not be reality but reminded his leaders that people were
watching them lead. Participant 11 made reference to the theme of communication,
collaboration, and teamwork 10 times during the interview. When dealing with his
supervisor, he had to keep those lines of communication open. He understood that they
had totally different leadership styles and that communication was the key:
My boss’s leadership style was to dictate the organization’s operations, and I had
to go through him to get things accomplished. But I asked him and kept him
informed. But I had to understand that I had to communicate with him to explain
to him how we move information and organize the organization. This was the
best way to move the organization forward in a positive direction.
Seven times during the interview, Participant 11 made reference to the theme of
building bonds. He spoke about developing relationships with his seniors, peers, and
juniors alike. He explained, “Being in the U.S. Marine Corps, you work for a lot of
different people [with] various personalities, so relationships are important.” The theme
of developing others was referenced six times by Participant 11. He talked about
developing others, starting with junior Marines and then moving to senior enlisted, and
even developing his personnel officers. He said he would remind them, “You have to
know what you are doing, be adaptable and understanding to the dynamics of the Marines
in the IPAC.” The theme of conflict management was referenced five times, and change
catalyst was referenced four times. Participant 11 stated that dealing with conflict was
part of the job at his level:
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The biggest thing about change management over the last several years was when
we went through a consolidated effort of numerous administrative offices aboard
the installation of Camp Pendleton and consolidated them into one organization.
This was a significant achievement because this was the largest installation and
consolidation at this particular time.
He remembered being in the beginning phases of the consolidated effort and establishing
this IPAC: “It was important that the leadership saw what we did every single day as
being critical.”
Participant 12. As shown in Table 3, Participant 12 spent 4 years in the IPAC
organization, was a senior leader for 13 years, and retired after 20 years in the U.S.
Marine Corps. At the time of the study, this participant was serving as a federal
employee at Camp Pendleton. Participant 12 received the Meritorious Service Award for
outstanding achievement while serving as the IPAC’s Outbound Branch head at Camp
Pendleton from Summer 2005 to the present. Participant 12 improved customer support
for separating and transferring personnel by educating U.S. Marine Corps leaders and
utilizing available automated system technology. After retiring, he was hired to work
with the Technology Services Organization and continued to provide personnel
administrative system support at the enterprise level.
When asked to respond to Interview Question 8, “Rank the EI characteristics (14) in order of importance as it pertains to effective change management leadership,”
Participant 12 placed relationship management importance first, social awareness second,
self-management third, and self-awareness fourth. Identifying 16 of the 16 patterns and
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themes, a summary of Participant 12’s responses that relate to Research Questions 1-4,
prioritized by the frequency referenced, is provided in Table 15.
Table 15. Participant 12 Frequencies of Themes and Patterns in Responses to Research Questions
Participant 12 Frequencies of Themes and Patterns in Responses to Research Questions
Research question

Pattern or theme

Frequency

1. How do exemplary military
senior leaders perceive the
importance of self-awareness EI
characteristics to lead change?

Emotional awareness
Self-assessment
Self-confidence
Active listening
Subtotal

8
6
5
4
23

2. How do exemplary military
senior leaders perceive the
importance of self-management
EI characteristics to lead
change?

Adaptability
Self-control
Trust
Subtotal

8
7
6
21

3. How do exemplary military
senior leaders perceive the
importance of social awareness
EI characteristics to lead
change?

Organizational awareness
Customer service
Empathy
Subtotal

9
8
7
24

4. How do exemplary military
senior leaders perceive the
importance of relationship
management EI characteristics
to lead change?

Leadership
Change catalyst
Building bonds
Communication, collaboration, & teamwork
Developing others
Conflict management
Subtotal

16
10
9
8
6
3
52

Total

120

Research Question 1. The first research question was, “How do exemplary
military senior leaders perceive the importance of self-awareness EI characteristics to
lead change?” Participant 12 referenced the theme of emotional awareness eight times.
As a change management leader, he understood that change makes people uncomfortable
and knew he had to deal with that during times of change. He embraced opportunities
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and believed that there is an opportunity to improve something in any given situation. It
was part of his nature to look at the “bright side,” turning problems into opportunities to
create positive change in an organization. The theme of self-assessment was referenced
six times in the interview. Participant 12 credited a big part of his success to the training
he received in the U.S. Marine Corps, and he worked hard to become a subject-matter
expert. He had some great mentors and leaders during his career from whom he would
seek counsel and advice. He was comfortable talking with them, noting, “I would
aggressively take on the additional responsibilities—some things went well, some not so
well—but I would always seek guidance afterwards.”
The theme of self-confidence was referenced five times, and Participant 12
credited his self-confidence to his upbringing, sports, education, and his leadership
experience. He took advantage of all the professional military education and completed
all the leadership courses as an enlisted Marine in addition to attending officer leadership
training. He related the U.S. Marine Corps to a sports team, and that provided him with
the self-confidence and proper training to “accomplish any mission.” The theme of
active listening was also referenced four times during the interview. When talking with
his leaders or mentors, Participant 12 would pay attention and listen to what they were
saying. He would also take the time to get to know his Marines’ capabilities and
weaknesses by using his active listening skills.
Research Question 2. The second research question was, “How do exemplary
military senior leaders perceive the importance of self-management EI characteristics to
lead change?” Eight times during the interview, Participant 12 made reference to the
theme of adaptability. He shared a story about the volume of customers surpassing the
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building capabilities, so the “leadership made a decision that we were going to have to go
to a day and mid-crew.” He proved his adaptability by standing up during the first midshift and setting proper turnover procedures for day to mid-shift for seamless exchange of
operations. The theme of self-control was also referenced seven times during the
interview. Participant 12 understood how important it was for leaders to remain calm.
He stated, “I would always make sure to the best of my ability that they were seeing a
calm leader in front of them no matter what the issue was.” Understanding that missiontype orders can be stressful, he would “display a calm demeanor” when leading his
Marines. The theme of trust was referenced six times. Remaining calm helped
Participant 12 build trusting relationships with his leaders, peers, and subordinates. Trust
was very important to him, especially when operating at the highest levels: “I was able to
gain the trust and confidence of the leadership because I was attending a meeting once a
week where I was providing valuable admin information to the general.”
Research Question 3. The third research question was, “How do exemplary
military senior leaders perceive the importance of social awareness EI characteristics to
lead change?” Participant 12 referenced the theme of organizational awareness nine
times during the interview. His examples all centered on the organization’s expectations.
He talked about supporting senior leaders at the highest level and taking the time to
explain the mission to his Marines at the lowest level, working hand-in-hand with them to
make sure they understood how important the mission was and who they were
supporting. He wanted his Marines to understand that the Marines they were supporting
were warriors. He explained, “Their lives were changing because they were deploying,
and you knew they were deployed to a combat environment.”
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The theme of customer service orientation was referenced eight times.
Participant 12’s first personnel officer taught him how crucial customer service and
empathy were. Once he became a leader, he would tell his Marines, “Our customers
were depending on us to do a job and to understand their situation. You’ve got to
understand the root cause of the problem and [be] there to help fix the problem.”
Furthermore, he noted the theme of empathy seven times. He also recognized when his
Marines needed training: “I recognized really quickly that some Marines didn’t
necessarily have any empathy for the customers.” He told them to put themselves in their
customers’ boots (shoes) to get their perspective.
Research Question 4. The fourth research question was, “How do exemplary
military senior leaders perceive the importance of relationship management EI
characteristics to lead change?” Participant 12 referenced the theme of leadership 16
times during the interview. During his childhood, his father, a steel mill worker, was
very disciplined but open minded. Participant 12 stated, “He would let me learn from my
own mistakes but was not afraid to make quick corrections if I kept going off line.” This
was his role model when it came time for him to lead: “I think he treated me as a young
man before I was an actual young man.” Just like his father, Participant 12’s superiors
identified that he could “take on more responsibilities and [that they could] count on me.
They continued to test me with things that were kind of outside my comfort zone.” He
was required to take the lead on several improvement projects and additional
responsibilities.
Participant 12 made reference to the theme of change catalyst 10 times during the
interview. He received some change management training related to TQL and CPI.
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When he arrived at Camp Pendleton, he received some LSS training and was a green belt
facilitator. He said “that it is something I still use today and always remember, you got to
start with the end in mind.” He added, “I think really looking at my career, that was one
of the most challenging things but one of the most rewarding. I believe it set me up to be
the leader I ended up being.”
During the interview, Participant 12 made reference to the theme of building
bonds nine times, and communication, collaboration, and teamwork was referenced eight
times by Participant 12. He noted, “The most important thing was my ability to
communicate with staff, to communicate with customers, my leaders, and Marines.” One
of the things he really liked about the U.S. Marine Corps was the culture and embracing
teamwork; it was “the family environment—we preach family values and those things.”
This related well to his relationship with his troops. Participant 12 referenced the theme
of developing others six times, and he talked about working side-by-side with others,
regardless of rank, so he could teach and coach them to have a deeper understanding of
the processes. Finally, the theme of conflict management was referenced three times
during the interview.
Data Analysis by Common Themes and Patterns in Research Questions
A comprehensive analysis of all interview data determined the patterns and
themes that emerged in this study. Common patterns and themes represent those
responses that were provided by at least seven, or greater than 50%, of the participants
interviewed. Uncommon patterns/themes represent responses from no more than six, or
less than 50%, of the participants interviewed. Tables and bar charts were developed to
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graphically display the data analysis results by pattern/theme, number of participant
respondents, and frequency of reference for each pattern/theme.
Research Question 1. The first research question was, “How do exemplary
military senior leaders perceive the importance of self-awareness EI characteristics to
lead change?” Table 16 displays the themes that resulted from the responses of all 12
participants for the first research question and the number of responses for each. The
themes were rated based on the number of responses and then by frequency of responses.
Overall, four themes and patterns significantly reflected the impact of the EI component
of self-awareness on all 12 participants interviewed, and all were also considered
common themes as they were represented in responses of at least 50% of the participants
interviewed.
Table 16. Research Question 1: Common Patterns and Themes Across All Respondents by
Frequency of Reference
Research Question 1: Common Patterns and Themes Across All Respondents by Frequency of
Reference
EI self-awareness component common theme
1. Self-assessment
2. Emotional awareness
3. Self-confidence
4. Active listening

Participant
respondents

Frequency of
reference

12
12
12
11

74
63
63
35

Note. Research Question 1 was, “How do exemplary military senior leaders perceive the
importance of self-awareness EI characteristics to lead change?”

The themes are listed in numerical order based on the number of responses and
then by frequency of responses. Overall, the 235 references identified in the four themes
and patterns significantly reflected the importance of the EI competencies of the selfawareness component. These themes were common across the responses of 11 or 12 of
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the participants interviewed and were considered common themes as they were
represented in the responses of well over 50% of the participants interviewed (seven of
the 12 participants).
Figure 11 is a graphical depiction of the coded themes from the 12 participants
related to the self-awareness component. Each of the themes is displayed with count data
representing the sum of the references to the themes that were found in all 12 of the
interviews related to self-awareness.

Self-awareness
74
63

63

35

Active Listening

Emotional awareness

Self-assessment

Self-confidence

Figure 11. Themes for EI self-awareness component.

Common Theme 1: Self-assessment. Of the 12 participants interviewed, all 12
provided responses, with a total of 74 references, that fit within the EI self-awareness
component under the common theme of self-assessment. There was a common theme
that all exemplary senior military leaders were in search of knowing themselves and
seeking self-improvement to improve their change management leadership skills.
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Common Theme 2: Emotional awareness. Of the 12 participants interviewed, all
12 provided responses, with a total of 63 references, that fit within the EI self-awareness
component under the common theme of emotional awareness. There was a common
theme that all exemplary senior military leaders were trying to control their emotions to
improve their change management leadership skills.
Common Theme 3: Self-confidence. Of the 12 participants interviewed, all 12
provided responses, with a total of 63 references, that fit within the EI self-awareness
component under the common theme of self-confidence. There was a common theme
that all exemplary senior military leaders credited their upbringing, education, training,
and experience to improving their change management leadership skills.
Common Theme 4: Active listening. Of the 12 participants interviewed, 11
provided responses, with a total of 35 references, that fit within the EI self-awareness
component under the common theme of active listening. There was a common theme
that most exemplary senior military leaders actively worked on their listening skills to
improve their change management leadership skills.
Research Question 2. The second research question was, “How do exemplary
military senior leaders perceive the importance of self-management EI characteristics to
lead change?” Table 17 displays the themes that resulted from the responses of all 12
participants for the second research question and the number of responses for each. The
themes were rated based on the number of responses and then by frequency of responses.
Overall, three themes and patterns significantly reflected the impact of the EI competency
of self-management on all 12 participants interviewed and they were also considered
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common themes as they were represented in responses of at least 50% of the participants
interviewed.
Table 17. Research Question 2: Common Patterns and Themes Across All Respondents by
Frequency of Reference
Research Question 2: Common Patterns and Themes Across All Respondents by Frequency of
Reference
EI self-management component common theme
1. Self-control
2. Trust
3. Adaptability

Participant
respondents

Frequency of
reference

12
12
11

51
46
46

Note. Research Question 2 was, “How do exemplary military senior leaders perceive the
importance of self-management EI characteristics to lead change?”

The themes are listed in numerical order based on the number of responses and
then by frequency of responses. Overall, the 143 references identified in the three themes
and patterns significantly reflected the importance of the EI competencies of the selfmanagement component. These themes were common across the responses of 11 or 12
of the participants interviewed and were considered common themes as they were
represented in the responses of well over 50% of the participants interviewed (seven of
the 12 participants).
Figure 12 is a graphical depiction of the coded themes from the 12 participants
related to the self-management component. Each of the themes is displayed with count
data representing the sum of the references to the themes that were found in all 12 of the
interviews related to self-management.
Common Theme 1: Self-control. Of the 12 participants interviewed, all 12
provided responses, with a total of 51 references, that fit within the EI self-management
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Figure 12. Themes for EI self-management component.

component under the common theme of self-control. There was a common theme that all
exemplary senior military leaders actively worked on controlling their emotions to
improve their change management leadership skills.
Common Theme 2: Trust. Of the 12 participants interviewed, all 12 provided
responses, with a total of 46 references, that fit within the EI self-management
component under the common theme of trust. There was a common theme that all
exemplary senior military leaders expressed the importance of a trust element when
improving their change management leadership skills.
Common Theme 3: Adaptability. Of the 12 participants interviewed, 11 provided
responses, with a total of 46 references, that fit within the EI self-management
component under the common theme of adaptability. There was a common theme that
most exemplary senior military leaders expressed the importance of being able to adapt to
any situation to improve their change management leadership skills.
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Research Question 3. The third research question was, “How do exemplary
military senior leaders perceive the importance of social awareness EI characteristics to
lead change?” Table 18 displays the themes that resulted from the responses of all 12
participants for the third research question and the number of responses for each. The
themes were rated based on the number of responses and then by frequency of responses.
Overall, three themes and patterns significantly reflected the impact of the EI competency
of social awareness on all 12 participants interviewed, and all were also considered
common themes as they were represented in responses of at least 50% of the participants
interviewed.
Table 18. Research Question 3: Common Patterns and Themes Across All Respondents by
Frequency of Reference
Research Question 3: Common Patterns and Themes Across All Respondents by Frequency of
Reference
EI social awareness component common theme
1. Organizational awareness
2. Empathy
3. Customer service

Participant
respondents

Frequency of
reference

12
12
12

105
79
50

Note. Research Question 3 was, “How do exemplary military senior leaders perceive the
importance of social awareness EI characteristics to lead change?”

The themes are listed in numerical order based on the number of responses and
then by frequency of responses. Overall, the 234 references identified in the three themes
and patterns significantly reflected the importance of the EI competencies of the social
awareness component. These themes were common across the responses of all the
participants interviewed and were considered common themes as they were represented
in the responses of well over 50% of the participants interviewed (seven of the 12
participants).
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Figure 13 is a graphical depiction of the coded themes from the 12 participants
related to the social awareness component. Each of the themes is displayed with count
data representing the sum of the references to the themes that were found in all 12 of the
interviews related to social awareness.

Social awareness
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79
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Customer Service

Empathy

Organizational awareness

Figure 13. Themes for EI social awareness component.

Common Theme 1: Organizational awareness. Of the 12 participants
interviewed, all 12 provided responses, with a total of 105 references, that fit within the
EI social awareness component under the common theme of organizational awareness.
There was a common theme that all exemplary senior military leaders were required to be
mission and organization focused to improve their change management leadership skills.
Common Theme 2: Empathy. Of the 12 participants interviewed, all 12 provided
responses, with a total of 79 references, that fit within the EI social awareness component
under the common theme of empathy. There was a common theme that all exemplary
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senior military leaders were required to be empathic toward their Marines and customers
to improve their change management leadership skills.
Common Theme 3: Customer service. Of the 12 participants interviewed, all 12
provided responses, with a total of 50 references, that fit within the EI social awareness
component under the common theme of customer service. There was a common theme
that all exemplary senior military leaders had a deep understanding of customer service to
improve their change management leadership skills.
Research Question 4. The fourth research question was, “How do exemplary
military senior leaders perceive the importance of relationship management EI
characteristics to lead change?” Table 19 displays the themes that resulted from the
responses of all 12 participants for the fourth research question and the number of
responses for each. The themes were rated based on the number of responses and then by
frequency of responses. Overall, six themes and patterns significantly reflected the
impact of the EI competency of relationship management on all 12 participants
interviewed, and all were also considered common themes as they were represented in
responses of at least 50% of the participants interviewed.
The themes are listed in numerical order based on the number of responses and
then by frequency of responses. Overall, the 518 references identified in the six themes
and patterns significantly reflected the importance of the EI competencies of the
relationship management component. These themes were common across the responses
of all the participants interviewed and were considered common themes as they were
represented in the responses of well over 50% of the participants interviewed (seven of
the 12 participants).
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Table 19. Research Question 4: Common Patterns and Themes Across All Respondents by
Frequency of Reference
Research Question 4: Common Patterns and Themes Across All Respondents by Frequency of
Reference
EI relationship management component common theme
1. Leadership
2. Building bonds
3. Change catalyst
4. Communication, collaboration, & teamwork
5. Developing others
6. Conflict management

Participant
respondents

Frequency of
reference

12
12
12
12
12
12

151
95
92
72
57
51

Note. Research Question 4 was, “How do exemplary military senior leaders perceive the
importance of relationship management EI characteristics to lead change?”

Figure 14 is a graphical depiction of the coded themes from the 12 participants
related to the relationship management component. Each of the themes is displayed with
count data representing the sum of the references to the themes that were found in all 12
of the interviews related to relationship management.

Relationship management
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Figure 14. Themes for EI relationship management component.
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Common Theme 1: Leadership. Of the 12 participants interviewed, all 12
provided responses, with a total of 151 references, that fit within the EI relationship
management component under the common theme of leadership. There was a common
theme that all exemplary senior military leaders used all their leadership knowledge,
experience, and training to improve their change management leadership skills. This
aligns with the assertion by B. George and Sims (2007) that “leaders need to use a more
participative style that involves a wide range of people and gets them engaged and
committed to that vision” (p. 186).
Common Theme 2: Building bonds. Of the 12 participants interviewed, all 12
provided responses, with a total of 95 references, that fit within the EI relationship
management component under the common theme of building bonds. There was a
common theme that all exemplary senior military leaders fostered lasting relationships to
build bonds to improve their change management leadership skills.
Common Theme 3: Change catalyst. Of the 12 participants interviewed, all 12
provided responses, with a total of 92 references, that fit within the EI relationship
management component under the common theme of change catalyst. There was a
common theme that all exemplary senior military leaders used all their change
management knowledge, experience, and training to improve their change management
leadership skills.
Common Theme 4: Communication, collaboration, and teamwork. Of the 12
participants interviewed, all 12 provided responses, with a total of 72 references, that fit
within the EI relationship management component under the common theme of
communication, collaboration, and teamwork. There was a common theme that all
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exemplary senior military leaders used their communication and collaboration skills and
their sports knowledge, experience, and training to improve their change management
leadership skills.
Common Theme 5: Developing others. Of the 12 participants interviewed, all 12
provided responses, with a total of 57 references, that fit within the EI relationship
management component under the common theme of developing others. There was a
common theme that all exemplary senior military leaders used their leadership
knowledge, experience, and training and passed them on to others to improve their
change management leadership skills.
Common Theme 6: Conflict management. Of the 12 participants interviewed, all
12 provided responses, with a total of 51 references, that fit within the EI relationship
management component under the common theme of conflict management. There was a
common theme that all exemplary senior military leaders used all their leadership
knowledge, experience, and training to overcome conflict and improve their change
management leadership skills.
Summary
This chapter presented the responses of the 12 participants to the eight openended, semistructured interview questions, which answered the four research questions.
The first research question was designed to obtain information on how exemplary
military senior leaders perceive the importance of self-awareness EI characteristics to
lead change. The second research question was designed to obtain information on how
exemplary military senior leaders perceive the importance of self-management EI
characteristics to lead change. The third research question was designed to obtain
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information on how exemplary military senior leaders perceive the importance of social
awareness EI characteristics to lead change. The fourth research question was designed
to obtain information on how exemplary military senior leaders perceive the importance
of relationship management EI characteristics to lead change. Figure 15 is a graphical
depiction of the coded themes from the 12 participants. Each of the themes is displayed
with count data representing the sum of the numbers of references to the themes that were
found in all 12 of the interviews.
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Figure 15. Themes by EI components.

The 12 retired Marines who participated in this study represented the U.S. Marine
Corps personnel officer field. These retired Marines, one female and 11 males, served
during the IPAC consolidation initiative between 2009 and the present day. The results
of these interviews revealed the retired personnel officers’ perceptions of the importance
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of EI during a time of change management. All participants interviewed also identified
the first through fourth most important components of EI from their perspective based on
the descriptions of the four components and their 16 themes. All of the personnel officers
led a change management event during the IPAC consolidation initiative at Marine Corps
Base Camp Pendleton. Each personnel officer received a Meritorious Service Award or
Meritorious Civilian Service Award for his or her efforts during the IPAC consolidation
initiative. Each personnel officer received the researcher’s contact information from the
researcher while working at the IPAC. The researcher then reached out to the retired
Marines via e-mail, text message, phone, and/or in person with acknowledgement of their
willingness to participate in this study. All 12 retired Marines were interviewed over the
phone or in person. Voice Recorder was used as the primary recording device with a
smartphone used as a secondary backup.
An analysis of interview responses identified a total of 16 overall themes and
1,130 references regarding the importance that senior military leaders place on EI during
times of change management. All 16 themes were common for all 12 retired Marines,
and all 12 of the Marines felt all of the themes were very important. One retired Marine
did not speak of or reference adaptability, and another did not speak of or reference
active listening as it pertained to change management during the interview. There were
zero uncommon EI theme references identified by less than 50% (five of 12) of the
Marines per component.
All four of the components of EI discovered in the literature review for this
research were identified as important for change management by all 12 retired Marines.
In conclusion, all retired Marines who were interviewed for this study found the four EI
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components and 16 out of 16 identified themes to be of significant importance when it
comes to leading change management episodes.
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CHAPTER V: SUMMARY, CONCLUSIONS, IMPLICATIONS, AND
RECOMMENDATIONS
Summary
Anderson and Ackerman Anderson (2010) encouraged acting on a call to
conscious change leadership, “an invitation into a way of leading change that unleashes
the greatest possibility we know for you, your people, your organization and the world”
(p. 254). This final chapter presents a summary of the study, including the restatement of
the purpose of the study, research questions, methodology, population, and sample
information. Additionally, Chapter V outlines the implications for action and lists the
key findings from this research, conclusions drawn from those findings, and
recommendations for further research. This chapter concludes with the researcher’s
personal reflections and comments.
Purpose Statement
The purpose of this descriptive, qualitative case study was to identify and describe
exemplary military senior leaders’ perceived importance of emotional intelligence (EI)
characteristics when leading organizational change. The study explicitly addressed the
behavioral characteristics of U.S. Marine leaders associated with the EI framework for
emotional competencies using Goleman et al.’s (2002) four EI components: selfawareness, self-management, social awareness, and relationship management
competencies.
Research Questions
To investigate this study, the research focused on the following EI characteristic
questions:
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1. How do exemplary military senior leaders perceive the importance of self-awareness
EI characteristics to lead change?
2. How do exemplary military senior leaders perceive the importance of selfmanagement EI characteristics to lead change?
3. How do exemplary military senior leaders perceive the importance of social awareness
EI characteristics to lead change?
4. How do exemplary military senior leaders perceive the importance of relationship
management EI characteristics to lead change?
Methodology
This descriptive, qualitative case study was designed using semistructured, openended interview questions, artifacts, and in-depth analyses of the collected information.
Patterns and themes were coded from the transcripts of the interviews through NVivo, an
online qualitative data analysis program. Predominant patterns and themes were
collected to identify similarities and differences among participant responses.
The interviews focused on four main EI questions with additional probing
questions designed to obtain expanded information about the participants’ experiences
with change management. The answers to the interview questions were derived from the
experiences of each retired Marine interviewed as identified in Table 3 (in Chapter IV).
The intent of Interview Question 1 was to focus on the impact the senior leaders made to
their organization using change management leadership. Interview Questions 2 and 3
were demographic questions about the amount of time the participants were affiliated
with the IPAC organization and how many years they had been considered senior leaders.
The intent of Interview Questions 4, 5, 6, and 7 was to derive the importance that the
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exemplary military senior leaders perceived of the four EI characteristics of selfawareness, self-management, social awareness, and relationship management to lead
change in their organization. The additional probing questions—Interview Questions 4a,
5a, 6a, and 7a—offered an opportunity for the participants to recall a time when each EI
characteristic was of particular importance to their leadership. Interview Question 8
provided the participants with the opportunity to rank the EI characteristics (1-4) in order
of importance as it pertained to effective change management leadership.
Appendix E displays patterns and themes were coded from the interview
transcripts through NVivo nodes. After the first interview was transcribed and coded, an
expert reviewed the information to ensure interrater reliability of the instrument. The
data collected identified exemplary military senior leaders’ perceived importance of EI
characteristics to lead change.
Population and Sample
For this study, the researcher used nonprobability, purposeful, and snowball
sampling techniques (McMillan & Schumacher, 2010). The population for this study
included retired exemplary senior military leaders who worked in or were affiliated with
the Installation Personnel Administration Center (IPAC) aboard Marine Corps Base
Camp Pendleton in California. This population was chosen because the research
questions required a population of senior Marines with similar job responsibilities. The
population also allowed for generalizability to military administrative officers. The
researcher selected a purposeful sample of 12 exemplary retired senior military leaders.
The strategy used to obtain this sample size was snowballing. The snowball sampling
method was used to identify potential interview participants. With this sampling method,
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as one participant leads to another, the study sample snowballs and grows larger as the
study gains momentum (Patton, 2015). The researcher selected a sample of 12
exemplary retired senior military leaders who satisfied the following participant criteria:
1. retired senior leader,
2. served a minimum of 13 years as an exemplary senior leader prior to retirement or
separation from service,
3. received an award or recognition for service leading a change management episode,
and
4. indicated a willingness to participate in the study.
Major Findings
The study’s research questions explored how important EI characteristics were to
exemplary military senior leaders to lead a change episode. The four research questions
and data collected from the 12 interviewed participants proved that EI characteristics are
important to exemplary military senior leaders while leading a change episode. The data
in Table 20 suggest that EI patterns and themes are essential for senior military leaders
while leading a change episode. The first four major findings of this study are structured
by research question, and the fifth major finding is an EI-component ranking overview
based on the responses to Interview Question 8.
Major Finding 1
Research Question 1 asked, “How do exemplary military senior leaders perceive
the importance of self-awareness EI characteristics to lead change?” The first key
finding was that over 90% of the participants stated that the self-awareness EI
component, encompassing four competencies or themes (active listening, emotional
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Table 20. Data Analysis Overall Frequency and Percentage of EI Patterns and Themes
Data Analysis Overall Frequency and Percentage of EI Patterns and Themes
Framework-of-EI
pattern or theme
Self-awareness
Active listening
Emotional
awareness
Self-assessment
Self-confidence
Self-awareness
subtotal
Self-management
Adaptability
Self-control
Trust
Self-management
subtotal
Social awareness
Customer service
Empathy
Organizational
awareness
Social awareness
subtotal
Relationship
management
Building bonds
Change catalyst
Communication,
collaboration, &
teamwork
Conflict
management
Developing others
Leadership
Relationship
management
subtotal
Total

#1

Number of frequencies by participant number
#2 #3 #4 #5 #6 #7 #8 #9 #10 #11 #12 Total

%

2
5

3
2

2
10

9
3

2
2

2
5

2
10

3
4

0
4

3
5

3
5

4
8

35 14.9
63 26.8

2
5
14

2
3
10

16
10
38

3
3
18

2
5
11

11
9
27

8
4
24

5
3
15

6
5
15

4
7
19

9
4
21

6
5
23

74 31.5
63 26.8
235 20.8

0
2
3
5

4
4
4
12

3
6
3
12

3
7
5
15

2
5
2
9

7
3
3
13

2
3
2
7

2
3
4
9

5
4
4
13

7
4
5
16

3
3
5
11

8
7
6
21

46
51
46
143

4
8
13

4
16
6

4
4
9

2
9
3

5
6
14

5
5
7

4
5
9

3
7
8

2
5
6

4
4
10

5
3
11

8
7
9

50 21.4
79 33.8
105 44.9

25

26

17

14

25

17

18

18

13

18

19

24

234 20.7

13
5
5

9
5
7

7
8
4

5
4
4

3
19
3

5
5
7

7
13
5

12
8
7

8
6
4

10
5
8

7
4
10

9
10
8

95 18.3
92 17.8
72 13.9

1

6

3

7

6

4

5

5

2

4

5

3

5
12
41

7
12
46

4
8
34

7
15
42

2
9
42

4
17
42

3
14
47

5
12
49

4
11
35

4
11
42

6
14
46

6
16
52

85

94 101

89

87

99

96

91

76

95

97 120 1,130

51

32.2
35.7
32.2
12.7

9.8

57 11.0
151 29.2
518 45.8

awareness, self-assessment, and self-confidence), was essential or important when
leading a change episode. Over 97% of the themes were discussed by the 12 participants.
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The theme or pattern that the participants discussed with the greatest frequency was selfassessment. The second most referenced theme or pattern was a tie between emotional
awareness and self-confidence.
As illustrated in Table 20, all 12 participants discussed the importance of selfawareness when it comes to leading change. The researcher identified 235 selfawareness coded references out of 1,130 total theme references. Self-awareness
comprised 20.8% of the references to the four EI components. Of the 235 self-awareness
coded references, self-assessment comprised 31.5%, self-confidence comprised 26.8%,
emotional awareness comprised 26.8%, and finally, the coded theme of active listening
comprised 14.9%.
The participants spoke about getting to know oneself and seeking selfimprovement as part of the U.S. Marine Corps culture. The participants expressed that
part of their training was a requirement to constantly assess themselves and try to
improve on their capabilities and gain a better understanding of their limitations.
Participant 3 discussed the greatest number of self-assessment themes. Participant 5
stated, “It would be difficult to understand someone else if you did not have a good
understanding of who you are.” All the participants talked about their upbringing,
education, and leadership training and how it helped them with their confidence.
Participant 6 discussed several themes covering self-confidence and was the oldest sibling
in his family. Responsibility came early for most participants whether it was for family,
work, or sports.
The emotional awareness themes that emerged from the interviews centered on
leaders’ being calm and having the ability to catch themselves before the junior Marines
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saw their true emotions. Participant 7 discussed the bulk of the emotional awareness
themes, noting that it was an “expectation” and that recruiters and drill instructors acted
as role models. Participant 4 discussed the most active listening themes and encouraged
other leaders not to be “blinded by their own opinions” but instead to really listen to their
Marines.
Major Finding 2
Research Question 2 asked, “How do exemplary military senior leaders perceive
the importance of self-management EI characteristics to lead change?” The second key
finding was that over 90% of the participants stated that the self-management EI
component, encompassing three competencies or themes (adaptability, self-control, and
trust), was essential or important when leading a change episode. Over 97% of the coded
themes were discussed by the 12 participants. The theme or pattern that the participants
discussed with the greatest frequency was self-control. The second most referenced
theme or pattern was a tie between adaptability and trust.
As illustrated in Table 20, all 12 participants discussed the importance of selfawareness when it comes to leading change. The researcher identified 143 selfmanagement coded references out of 1,130 total references. Self-management comprised
12.7% of the references to the four EI components. Of the 143 self-management coded
themes, self-control comprised 35.7%, and trust and adaptability each comprised 32.2%.
When it came to emotions, all the participants referred to staying calm and in
control. Participant 4 discussed the greatest number of self-control themes when it came
to leading other officers. When she had the privilege to mentor and lead other officers,
she needed to stay in control. Most of the participants discussed how important it was to
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take the time to build trusting relationships with their leaders, peers, and subordinates.
Participant 12 discussed the bulk of the trust themes and emphasized that trust became
even more critical the “higher up” he was in the organization. Knowing how to adapt to
any and all situations is a trait Marines learn from day one. Participant 10 discussed the
most adaptability themes, especially when moving to a “U.S. Marine Corps unit.”
Marines are transferred every 3 to 4 years, and they must adapt to the new environment
and fit in to the unit culture.
Major Finding 3
Research Question 3 asked, “How do exemplary military senior leaders perceive
the importance of social awareness EI characteristics to lead change?” The third key
finding was that 100% of the participants stated that the social awareness EI component,
encompassing three competencies or themes (customer service, empathy, and
organizational awareness), was essential or important when leading a change episode.
One hundred percent of the themes were discussed by the 12 participants. The theme or
pattern that the participants discussed with the greatest frequency was organizational
awareness. The second most referenced theme or pattern was empathy.
As illustrated in Table 20, all 12 participants discussed the importance of social
awareness when it comes to leading change. The researcher identified 234 social
awareness coded references out of 1,130 total references. Social awareness comprised
20.7% of the references to the four EI components. Of the 234 social awareness coded
references, organizational awareness comprised 44.9%, empathy comprised 33.8%, and
the coded theme of customer service comprised 21.4%.
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The award artifacts that were collected praised each participant for improving his
or her organization and making an impact on his or her entire occupation. All
participants were focused on the organization’s mission and paying Marines correctly.
Participant 5 discussed the greatest number of organizational awareness themes and had
a deep understanding of the organizational manpower staffing level shortfalls. The other
participants spoke intelligently of their ongoing budget constraints and how committed
they were to making improvement efforts.
Most of the participants talked about how important it was to know their Marines.
Participant 2 discussed the bulk of the empathy themes and highlighted how people react
differently to information. Looking out for their junior Marines’ welfare was the
common theme for all participants. The IPAC mission is about taking care of Marines
and providing pay and personnel services to the customers. Participant 12 discussed the
most customer service themes and noted that his first officer advocated for providing
superior customer service and offering the correct information to each Marine.
Major Finding 4
Research Question 4 asked, “How do exemplary military senior leaders perceive
the importance of relationship management EI characteristics to lead change?” The
fourth key finding was that 100% of the participants stated that the relationship
management EI component, encompassing six competencies or themes (building bonds;
change catalyst; communication, collaboration, and teamwork; conflict management;
developing others; and leadership), was essential or important when leading a change
episode. One hundred percent of the themes were discussed by the 12 participants. The
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theme or pattern that the participants discussed with the greatest frequency was
leadership. The second most referenced theme or pattern was building bonds.
As illustrated in Table 20, all 12 participants discussed the importance of
relationship management when it comes to leading change. The researcher identified 518
relationship management coded references out of 1,130 total references. Relationship
management comprised the highest number of coded themes of the four EI components
with a total of 45.8%. Of the 518 relationship management coded references, leadership
comprised 29.2%, building bonds comprised 18.3%, change catalyst comprised 17.8%,
communication, collaboration, and teamwork comprised 13.9%, developing others
comprised 11.0%, and finally, the coded theme of conflict management comprised 9.8%.
All the participants spoke about how important leadership is to effectively execute
an organizational change episode. The themes showed that in today’s IPAC, leaders
must be more service oriented, and leadership roles also include motivating and inspiring
others, fostering positive attitudes at work, and creating a sense of contribution and
importance for all administrators. Participant 6 discussed the greatest number of
leadership themes, mostly focused on “adapting to a more customer-focused leadership
style.” Participant 5 said that when it comes to organizational change, “It always comes
down to leadership.” Participant 8 credited his leadership growth to the “different
leadership academic training” he had attended. All of the participants referenced the
leadership training they received at every leadership rank. The leadership training
focused on fostering relationships and building bonds. Participant 1 discussed the bulk of
the building bonds themes, noting, “If you guide them [Marines] or provide them with
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different points of view, this will help you build relationships.” Participant 9 said
building bonds with his Marines was one of the first things he focused on.
Most of the participants received some type of formal change management
training. Some received training in total quality leadership (TQL) and business process
reengineering (BPR), and most received Continuous Process Improvement and Lean Six
Sigma (CPI/LSS) Green Belt Facilitation or Black Belt Facilitation training. Participant
7, a CPI/LSS Black Belt facilitator, discussed the most change catalyst themes and noted
that he made sure improvement projects were aligned to organizational objectives. He
explained that as a leader, “You are always trying to improve your organization, and the
U.S. Marine Corps is doing change management.”
Participant 11 discussed the greatest number of communication, collaboration,
and teamwork themes, mostly concerning the IPAC consolidation episode. He
remembered being in the beginning phases of the consolidated effort and establishing this
IPAC, noting that working together was the key to its success. Participant 5 discussed
the bulk of the developing others and conflict management themes. He talked about how
important positive interactions are to build the bonds that allow everyone to get to know
each other. The IPAC consolidation episode provided him with the opportunity to
practice his conflict management skills.
Major Finding 5
Interview Question 8 was, “Rank the EI characteristics (1-4) in order of
importance as it pertains to effective change management leadership.” The ranking of 1
indicated the highest importance and 4 the lowest importance.
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The 12 participants ranked the four components of EI (self-awareness, selfmanagement, social awareness, and relationship management). The senior leaders
believed self-awareness was the most valued for leading a change episode, followed by
relationship management, self-management, and lastly social awareness. The
information on the components is displayed in Table 21.
Table 21. Interviewee Rankings of the EI Components in Interview Question 8
Interviewee Rankings of the EI Components in Interview Question 8
Participant #

Self-awareness

Self-management

Social awareness

Relationship
management

1
2
3
4
5
6
7
8
9
10
11
12
Total

4
1
2
1
1
1
2
1
1
4
2
4
24

2
2
1
2
4
4
4
3
2
2
1
3
30

3
4
4
4
2
3
3
4
4
3
4
2
40

1
3
3
3
3
2
1
2
3
1
3
1
26

Major Finding 6
During the coding of patterns and themes in the data analysis, the nodes lined up
with the Goleman et al. (2002) framework for emotional competencies (see Table 1 in
Chapter I). Instead of finding a synonym or renaming the nodes, the researcher was able
to use most of the competencies listed in the EI framework. A good example of the
nodes the researcher discovered is trust, trustworthy, and trusted, so the competency of
trustworthiness from the framework was adopted. This study validates the Goleman et al.
2002 framework for EI competencies.
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Unexpected Findings
The researcher discovered three unexpected findings as a result of this study. The
unexpected findings are a reflection of the data analysis by common patterns and themes
in Chapter IV and are supported by the literature review.
Unexpected Finding 1
Only a small number of the specific themes or competencies from Goleman et
al.’s (2002) framework for EI were not recognized during the interview process. One
senior leader did not speak of or reference adaptability as important for leading a change
episode, and another did not speak of or reference active listening as a valuable attribute
for leading a change episode. Also, no patterns or themes emerged concerning the
competencies of conscientiousness, achievement orientation, or initiative. The
participants’ artifacts listed these competencies within their award summaries as
commendable traits for each participant; however, they were not identified as patterns or
themes within the interviews.
Unexpected Finding 2
As illustrated in Table 22, there is a difference between the ranking of the EI
components based on responses to Interview Question 8, where the participants listed the
order of importance, and the ranking based on the qualitative analysis of coding the
patterns and themes discovered in the interviews using count data of the references. The
interviews that were studied, by their very nature, produced detailed and specific
accounts of issues and successes in leading a change episode. All 12 participants
provided examples of when they used each EI component and told stories about when it
was particularly important to their leadership.
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Table 22. Difference Between Rankings From Interview Question 8 and Themes Coded From
Interviews
Difference Between Rankings From Interview Question 8 and Themes Coded From Interviews

EI competency

Interview Question 8

Self-awareness
Self-management
Social awareness
Relationship management

1
3
4
2

Ranking
Themes coded from interviews
2
4
3
1

The researcher took on the task of establishing a link between the components
that were described and the claim to the knowledge produced by the participants. When
analyzing interview data, Rapley (2004) stated, “you should analyze what actually
happened—how your interaction produced that trajectory of talk, how specific versions
of reality are co‐constructed, how specific identities, discourses and narratives are
produced” (p. 20). Although all components were deemed important, relationship
management was determined to be the most valuable EI component when describing
competencies while leading change.
All of the participants stated that the EI components are all important and
struggled to rank them. This explains why none of the total ranking numbers from
Interview Question 8 and the total number of patterns and themes matched as shown in
Table 22. But the components of self-awareness and relationship management are ranked
first and second, and self-management and social awareness are ranked third and fourth
on both lines displayed in Table 22.
Unexpected Finding 3
For the most part, the EI competencies lined up with the patterns and themes that
were coded during the data analysis process. Although, active listening was not listed as

168

an EI competency, it emerged in discussions of both self-awareness and self-management
for 11 of the 12 participants, but most predominantly in self-awareness.
Conclusions
The four conclusions of this study are a reflection of the findings and unexpected
findings of the analyzed data and are supported by the literature. The researcher found
conclusions that addressed each research question. The conclusions are structured in
sequential order of this study’s research questions.
Conclusion 1
Senior military leaders who display self-awareness in being emotionally aware,
self-assessing, self-confident, and an active listener have the proper EI characteristics to
successfully lead an organizational change episode.
There is a strong relationship or correlation between EI and leadership (Barbuto &
Burbach, 2006). Leading organizational change requires leaders to be confident in their
facilitation skills. Schwarz (2002) found that leaders’ awareness of their emotions led to
better facilitation of organizational change and that dealing with their own emotions was
positively associated with self-awareness. Dealing with change allows leaders to assess
their emotions and provides leaders with valuable experiences and challenges that they
will encounter to give them a chance to reflect and improve. Change management takes a
heightened set of leadership skills and improvement strategies (Anderson & Ackerman
Anderson, 2010; Barbuto & Burbach, 2006).
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Conclusion 2
Senior military leaders who display self-management in being trustworthy,
maintaining self-control, and being adaptable have the proper EI characteristics to
successfully lead an organizational change episode.
Leaders who know how to adapt to the ongoing challenges of organizational
change will be more successful than leaders who are inflexible and uncompromising.
Leaders who can control their impulses and feelings are more capable of creating an
atmosphere of trust and fairness (Goleman, 2014). Changing organizations by creating
an environment of trust, employee empowerment, shared vision, and mutual
accountability requires leaders who display emotional self-management. Goleman et al.
(2013) advocated for leaders to take control of difficult situations, maintain integrity, and
react nimbly to change in a more adaptable way. Each participant spoke about how
important it is to build trust, both up and down the chain of command.
Conclusion 3
Senior military leaders who display social awareness in being customer service
oriented, expressing or demonstrating empathy, and having a heightened sense of
organizational awareness have the proper EI characteristics to successfully lead an
organizational change episode.
During military organizational change, using change management methods like
TQL, BPR, or CPI/LSS calls for leaders to have a customer service approach to
improvement initiatives. Change management leaders need a system-oriented
improvement approach that seeks to make an organization more responsive to customer
demands (Mabin & Balderstone, 2000; Rahman, 1998). Military change management
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requires a structured methodology for transformation to take hold in an organization.
Whether that is a three-step process or a 12-step method framework (Alukal, 2003;
Anderson & Ackerman Anderson, 2010; Kotter, 2010; Lewin, 1951; Womack & Jones,
2010), experts agree it must have some type of structured approach. Many of the
participants were CPI/LSS Green Belt or Black Belt facilitators and learned the structured
methods this approach uses to improve processes and provide excellent customer service.
Conclusion 4
Senior military leaders who display relationship management in being identified
as a leader building bonds; helping influence or develop others; facilitating effective
communication, collaboration, and teamwork; being a catalyst for positive change; and
properly handling conflict management have the proper EI characteristics to successfully
lead an organizational change episode.
Senior U.S. Marine Corps leaders with high EI are perceived as effective change
leaders who can positively lead an organizational change episode. Military senior leaders
who are successful at leading organizational change foster strong relationships and
manage skills with the following competencies: influence; communication, collaboration,
and teamwork; conflict management; leadership; change catalyst; and building bonds.
Every change project has a level of ambiguity or resistance to change, and there are
techniques to help people overcome fears. Literature illustrates that ambiguity can be
mitigated using CPI/LSS methodologies, management involvement, and reduced
tolerance for risk (Soltani, 2005). The working world needs more facilitators and
practitioners and a structured approach to leading a change episode.
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Implications for Action
These implications for action are presented to address the previously identified
conclusions. The recommendations (in italics) are suggestions by the researcher based on
the findings and literature review of this study.
Implication 1
When an organization is looking to select a leader to successfully lead an
organizational change episode, that leader must display high EI self-awareness
competencies: possess self-confidence, demonstrate emotional awareness, be able to
accurately self-assess, and consider him- or herself an active listener.
Senior leaders who are aware of their emotions have advantages over leaders who
do not have EI self-awareness. All participant responses to the interview questions
regarding the leaders’ ability to stay calm and control their emotions differentiated this
competency from other types of awareness of EI. EI plays an important role in
determining how the organizational change episode will progress in an organization.
Implication 2
When an organization is looking to select a leader to successfully lead an
organizational change episode, that leader must display high EI self-management
competencies: possess self-control, demonstrate a level of trustworthiness, and be
adaptable.
Unlike a leader who cannot manage his or her emotions, an emotionally
intelligent leader will assess and adapt to any situation, evaluate the impact on his or her
process improvement team, and communicate information accordingly. According to
White, Harvey, and Fox (2016), “To be trusted the leader must demonstrate
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dependability—being reliable, someone your [Marines] can count on to follow through
when your word is given” (p. 15). All of the participants who were aware of EI also
conveyed that they used EI in incorporating change.
Implication 3
When an organization is looking to select a leader to successfully lead an
organizational change episode, that leader must display high EI social awareness
competencies: be customer service oriented, express or demonstrate empathy, and have a
heightened sense of organizational awareness.
Senior leaders who are socially aware of others’ emotions have distinct
advantages over leaders who are not socially aware. Change management affects the
workforce because people have emotions. The workforce thinks with emotions
themselves during times of change, which may be related to important social
competencies and adaptive behavior. Involving employees in an improvement initiative
can improve work conditions as well as increase the employees’ capacity for managing
change (Anderson, 2015). Developing senior leaders to be service oriented, be
organizationally aware, and display empathy for members affected by change can
improve the change process and mitigate the fear of change. The good news is that
leadership thinking is definitely evolving. As noted by Anderson and Ackerman
Anderson (2010), “In the 1980s, quality, TQM, process improvement, Six Sigma, and
reengineering all contributed to leaders’ understanding of business” (p.220).
Implication 4
When an organization is looking to select a leader to successfully lead an
organizational change episode, that leader must display high EI relationship
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management competencies: be identified as a leader; build bonds; help influence or
develop others; facilitate effective communication, collaboration, and teamwork; be a
catalyst for positive change; and properly handle conflict management.
Unlike a leader who cannot foster relationships, an emotionally intelligent leader
will influence others, communicate, collaborate, and build lasting bonds while practicing
the change catalyst and conflict management skills to navigate improvement episodes
accordingly. Leaders are viewed as facilitators and catalysts who use EI to motivate and
empower others (Bolman & Deal, 2008). People responsible for formulating change
management training programs must consider the added value of EI (Cork, 2005).
Change management training should be held not only for leaders but also for all
employees. Employees are as much a part of the change process as leaders, and leaders
should find ways to empower them during the change process. This research has proven,
and the 12 participants’ artifacts showed, that leaders who received some type of change
management training were more prepared and used EI when facilitating improvement
episodes and could improve processes as trained practitioners.
Recommendations for Further Research
This study involved exploring and assessing exemplary senior leaders’
perceptions of the importance of EI components during a change management episode.
The researcher respectfully proposes the following recommendations for consideration
and future research. The qualitative findings of this study provide a foundational frame
for more extensive research about how senior leaders perceive the importance of EI
characteristics when leading a change episode.
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Recommendation 1
The U.S. Department of Defense (DoD) could conduct further research regarding
senior leaders tasked with an organizational change episode that focuses on the
framework of Goleman et al.’s (2002) EI components (self-awareness, self-management,
social awareness, and relationship management) and their competencies.
Recommendation 2
The DoD could conduct a comparative case study with senior leaders for other
military branches. This study could focus on researching which EI components these
leaders feel are important when leading change.
Recommendation 3
The DoD could replicate this study using quantitative research. A quantitative
method could access numerous participants through random samplings to further this
study.
Recommendation 4
Researchers could conduct an extension of this study using mixed-methods
(quantitative and qualitative) research. This mixed-methods research could determine the
importance of EI characteristics in military senior leaders as perceived during a change
management episode.
Recommendation 5
The U.S. Marine Corps could enrich this study by conducting similar research on
professions other than personnel administration. This type of study could focus on
members during change episodes in different departments or occupations.
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Recommendation 6
Researchers could conduct further qualitative or quantitative research regarding
business leaders. This type of research could discover which EI components business
owners feel are important when leading change.
Recommendation 7
The DoD could replicate this study with a change in population and sample. This
study could focus on a specific gender or ethnicity of senior military leaders.
Concluding Remarks and Reflections
A word picture can be very descriptive, and the word cloud depicted in Figure 16
represents the most-used words from the 12 participants’ interview transcripts.

Figure 16. Word cloud.

The goal of this study was to assess exemplary senior leaders’ perceptions of the
importance of EI components during a change management episode. Schwarz (2002)
stated,
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Fortunately, people are increasingly coming to value emotional intelligence as a
key element in the workplace. Organizational leaders are realizing that if a group
does not deal with emotion productively, it negatively affects the group’s
performance, the ability to work together in the future, and the individual’s
professional and personal development. (p. 247)
This study provided the researcher with some invaluable insight on leading change
episodes. The researcher has a deeper appreciation of and a newfound belief in the
importance of fostering relationships and a more heightened sense of the importance of
self- and social awareness and the need to properly manage both in a change management
system. This change management training must include facilitation and inspire members
to become professional practitioners. Facilitation training will aid the practitioners and
provide them with an opportunity to view leadership from a different perspective. EI is
categorically imperative when serving as an organizational change leader. The researcher
believes the four components of EI (self-awareness, self-management, social awareness,
and relationship management) determine the success of any organizational change
episode.
The current research resulted in insight into potential change management training
programs that can be devised on the basis of the present findings. The results indicated
that senior leaders use both EI competencies and their leadership skills to lead an
effective change episode, and empowered employees are affected positively by an EI
leader. The current research has important implications not only for the U.S. Marine
Corps world but also for the research and business communities alike.
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APPENDIX B
Interview Process and Instrument
Introduction
Hello, my name is Wayne Roseberry and I am a doctoral student at Brandman University
in the field of Organizational Leadership. I am currently researching Emotional
Intelligence used during a change management episode.
Project Goals
Within this qualitative methods case study, I am required to interview retired Marine
senior leaders, which have demonstrated the use of Emotional Intelligence while
participating change management episode. The goal of my dissertation is to identify and
describe exemplary military senior leader’s perceived importance of Emotional
Intelligence characteristics when leading organizational change.
Eventual Product
Research suggests that a leader’s ability to effectively manage their own, as well as
others’ emotions during change management episodes may produce better results.
Informed Consent
This phone or face-to-face interview will be audio recorded and I will take anecdotal
records. All of the information gathered is for research purposes and your confidentiality
will be maintained. The responses of this interview will be coded, sorted into trends and
patterns to identify similarities amongst responses. The data coding will allow me to
organize themes found in the data that will assist me developing my study. The interview
transcript will then be deleted and notes will be shredded. The interview consists of five
main open-ended questions. I appreciate your willingness to participate in this study.
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Interview Protocol
Date: 11 January 2018
Place: Temecula CA
Interview Participant: Cathy Powalski
Introductions and Brief Description
Hello and good morning/afternoon/evening! Thank you again so very much for agreeing
to participate in this interview supporting my dissertation research as part of my doctoral studies
in Organizational Leadership at Brandman University regarding to identify and describe
exemplary military senior leader’s perceived importance of Emotional Intelligence characteristics
when leading organizational change. I am interviewing retired senior leaders involved with
process improvement and organizational change during 2009-2017. The primary purpose of this
interview is to identify and describe exemplary military senior leader’s perceived importance of
Emotional Intelligence characteristics when leading organizational change. The study will
explicitly address the behavioral characteristics of Marine leaders associated with Emotional
Intelligence. This interview should take between 30-60 minutes to complete and will include (#)
questions. It may also include some follow-up questions if I need further clarification so that I
may best understand your replies.
Informed Consent
Please allow me to remind you that any information obtained in connection to this study
will remain confidential. All of the data will be reported without reference to any individual(s) or
any institution(s). After I record and transcribe the data, I will send it to you via electronic mail
so that you can check to make sure that I have accurately captured your thoughts and ideas.
Did you receive the Informed Consent and Brandman Bill Of Rights I sent via email? Do
you have any questions or need clarification about either document?
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At any point during the interview you may ask that I skip a particular question or stop the
interview altogether. With your permission as we previously discussed, I would like to tape
record this interview so that I ensure accurate recording of your responses.
Do you have any questions before we begin? At this time, I will start the recorder. As
we previously discussed, you read the Brandman informed consent, bill of rights and you give me
your consent to record this interview, so that I ensure accurate recording of your responses?
Probing Change Management Episode Semi-Structured IQs
IQ#3. (Provide a 3x5 card with an introductory information introducing the Daniel Goleman’s
competency framework of Emotional Intelligence to the interviewee or as a separate document
via email if interview is conducted over the phone. Mention that these four frames, are in no
particular order, but will coincide with the research questions for this study.

Definition of leading change or change management. For the purpose of this study, leading
change refers to someone that has spearheaded a change initiative or lead a process improvement
episode or project.


“Do you have any questions about the definition/intent about these four frames?”
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IQ#1. Please explain your change management episode described in your award.
Demographics Interview Questions (IQ)
IQ#2. How many years were you a Marine Corps senior leader (Staff NCO or above)?
IQ#3. When did you serve as a senior leader that was affiliated with the Installation Personnel
Administration Center (IPAC) organization?
Probing Emotional Intelligence Semi-Structured Research IQs
Self-Awareness
IQ#4. How has your ability to perceive and understand your own emotions helped you be an
effective change management leader?
(Address the desire to explore, and for the interviewee to share if applicable, the impact EI during
a change management episode).



Is there a time that you remember when this was of particularly importance to
your leadership?

Self-Management
IQ#5. How has being able to act or not act on your emotional reactions helped you be an
effective change management leader?



Is there a time that you remember when this was of particularly importance to
your leadership?

Social Awareness
IQ#6. How has being able to accurately pick up on emotions in other people helped you be an
effective change management leader?



Is there a time that you remember when this was of particularly importance to
your leadership?
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Relationship Management Interview Question
IQ#7. How has using your awareness of your own emotions, and those of others to manage
interactions helped you to be an effective change management leader?



Is there a time that you remember when this was of particularly importance to
your leadership?

Interview Conclusion
Thank you for your time and participation. This concludes our interview. Do you have
any other information that you would like to add or share regarding your experiences with EI and
change management?
I will send to you within the next week the transcription of our interview through
electronic mail. If you have any corrections or additions, feel free to send them to me. If you
would like a copy of my final research findings once the university accepts my study, I would be
happy to share it with you. Thank you again so very much for your time and support in
completing my research.

Instrument Interview Questions
Part I Demographics
1. How many years were you a Marine Corps senior leader (Staff NCO or above)?
2. When did you serve as a senior leader that was affiliated with the IPAC organization?
Part II Change Management Episode
3. Please explain your change management episode described in your award.
Part III EI Research Questions
Self-Awareness
4. How has your ability to perceive and understand your own emotions helped you be an
effective change management leader?
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4a. Is there a time that you remember when this was of particularly importance to your
leadership?
Self-Management
5. How has being able to act or not act on your emotional reactions helped you be an effective
change management leader?
5a. Is there a time that you remember when this was of particularly importance to your
leadership?
Social Awareness
6. How has being able to accurately pick up on emotions in other people helped you be an
effective change management leader?
6a. Is there a time that you remember when this was of particularly importance to your
leadership?
Relationship Management
7. How has using your awareness of your own emotions, and those of others to manage
interactions helped you to be an effective change management leader?
7a. Is there a time that you remember when this was of particularly importance to your
leadership?

Interview Content and Questions
Thank you once again for assisting me with my study. Please be assured that all your responses
will be held in complete confidence. No one will associate you with the responses you give.
What you say will be combined with what others say to present a revealing snapshot of what is
important to superintendents when interviewing potential principals.

Instrument Interview Questions
Change Management Episode Question
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1. Please describe/explain your change management episode described in your award.
Demographic Questions
2. How many years were you a Marine Corps senior leader (Staff NCO or above)?
3. When did you serve as a senior leader that was affiliated with the IPAC organization?
EI Research Questions
Self-Awareness
4. How has your ability to perceive and understand your own emotions helped you be an
effective change management leader?
4a. Is there a time that you remember when this was of particularly importance to your
leadership?
Self-Management
5. How has being able to act or not act on your emotional reactions helped you be an effective
change management leader?
5a. Is there a time that you remember when this was of particularly importance to your
leadership?
Social Awareness
6. How has being able to accurately pick up on emotions in other people helped you be an
effective change management leader?
6a. Is there a time that you remember when this was of particularly importance to your
leadership?
Relationship Management
7. How has using your awareness of your own emotions, and those of others to manage
interactions helped you to be an effective change management leader?
7a. Is there a time that you remember when this was of particularly importance to your
leadership?
8. Rank the EI characteristics (1-4) in order of importance as it pertains to effective change
management leadership?
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APPENDIX C
Research Participant’s Bill of Rights
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APPENDIX D
Interview Consent Form
INFORMATION ABOUT: describe exemplary military senior leader’s perceived
importance of Emotional Intelligence characteristics when leading organizational change.
RESPONSIBLE INVESTIGATOR: Wayne Roseberry
PURPOSE OF THE STUDY: You are being asked to participate in a research study
being conducted by Wayne Roseberry, a doctoral student in Organizational Leadership at
Brandman University. The purpose of this descriptive, qualitative case study was to
identify and describe exemplary military senior leader’s perceived importance of
Emotional Intelligence characteristics when leading organizational change. The study
will explicitly address the behavioral characteristics of Marine leaders associated with
Emotional Intelligence.
By participating in this study, I agree to complete a questionnaire and participate in an
interview either by video phone or in person. I give permission for the investigator to
audio record the interview session to aid in the transcription process. The interview will
last approximately one hour or less in length.
I understand that:
a)
There are minimal risks associated with participating in this research. I understand
that the investigator will protect my confidentiality be keeping any identifying
information on a password protected computer, online using password protected
applications (i.e. Google Drive), or in a locked filing cabinet only available to the
researcher.
b)
I understand that the interview will be audio recorded. The recordings will be
available only to the researcher and the professional transcriptionist. The audio
recordings will be used to capture the interview dialogue and to ensure the accuracy of
the information collected during the interview. All information will be identifier-redacted
and my confidentiality will be maintained. Upon completion of the study all recordings,
transcripts and notes taken by the researcher and transcripts from the interview will be
destroyed.
c)
The possible benefit of this study to me is that my input will add to the research
on how to best support classroom teachers in their learning. The findings will be
available to me at the conclusion of the study. I understand that I will not be compensated
for my participation.
d)
If you have any questions or concerns about the research, feel free to contact
Wayne Roseberry at your WRoseber@mail.brandman.edu; or Dr. Doug DeVore (chair)
at ddevore@brandman.edu.
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e)
My participation in this research study is voluntary. I may decide to not
participate in the study and I can withdraw at any time. I can also decide not to answer
particular questions during the interview if I so choose. I understand that I may refuse to
participate or may withdraw from this study at any time without any negative
consequences. Also, the investigator may stop the study at any time. I also know that I
may ask questions about the study before, during, or after the interview.
f)
No information that identifies me will be released without my separate consent
and that all identifiable information will be protected to the limits allowed by law. If the
study design or the use of the data is to be changed, I will be so informed and my consent
re-obtained. I understand that if I have any questions, comments, or concerns about the
study or the informed consent process, I may write or call the Office of the Vice
Chancellor of Academic Affairs, Brandman University, at 16355 Laguna Canyon Road,
Irvine, CA 92618, (949) 341-7641. I acknowledge that I have received a copy of this
form and the “Research Participant’s Bill of Rights.” I have read the above and
understand it and hereby consent to the procedure(s) set forth.

______________________________________________
Signature of Participant or Responsible Party

______________________________________________
Signature of Principal Researcher

Date: ________________________________________
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APPENDIX E
List of Nodes (Patterns and Themes)
Self-Awareness Nodes
1
Active Listening
2
Emotional awareness
3
Self-assessment
4
Self-confidence
Self-Management Nodes
5
Self-control
6
Trust
7
Adaptability
Social Awareness Nodes
8
Empathy
9
Organizational awareness
10
Customer Service Orientation
Relationship Management Nodes
11
Leadership
12
Developing Others
13
Building Bonds
14
Conflict management
15
Change Catalyst and Process Improvement
16
Collaboration, Communication and Teamwork
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